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Abstract 
Change has always been with us and organisations in general have all 
experienced a combination of fast developments in multiple areas such as 
the economy, technology and society in general. These have wide 
implications for the management ofpeople at work and in parlicular the 
planning and management of their careers. Managers have responded to 
changing environments by adopting new and more flexible organisational 
structures, which in tum has implications for career patterns. This project 
presents a case study of a public sector organisation and how the 
organisation supports the career development of its non-uniformed line 
managers. It suggests what "good" career development looks like from the 
perspectives ofpractitioner and theory, as well as those line managers 
themselves. The project identifies that by providing "good" career 
development both the organisation and the employee will benefit. The 
employee by way of feeling valued and rewarded, which enhances 
performance and aids retention, and the organisation by having committed, 
satisfied and engaged employees allowing them to plan for the future. 
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Chapter 1: Introduction, context and structure of the report 
1.1 Introduction 
Many countries including the UK have implemented reforms and 
strategies in response to increasingly dynamic and turbulent 
environments which have included the adoption of non-traditional 
organisational structures (OeFillippi and Arthur 1993; Handy 1989; 
Hirsch 1987; Kanter 1989). Re-structuring, downsizing processes, 
mergers and acquisitions and technological advancements have all 
influenced the contemporary organisation. As a consequence, 
changes in the career patterns of employees' at all organisational 
levels, in particular managerial, have occurred (Feldman and Leana 
1993; Hunt 1992; Lawler 1994; Moreau 1987). These constant 
changes at the organisational level have elevated the importance of 
managing people at work and in particular the planning and 
managing of their careers (Baruch 2004). Indeed, Adekola (2011) 
proposes that people are the most valuable resource in 
contemporary organisations and providing them with a long-term, 
stable career is a win-win situation for both organisations and their 
employees. Organisational career development - a modern practice 
of HRM - is therefore acquiring more relevance (Herr 2001; Baruch 
2004). Robinson et al (1994) contend that the traditional career 
model which involves an employee working for an organisation and 
showing commitment to that organisation, whilst in return that 
organisation offers the employee job security and career 
progression, has changed. Handy (1989); Hirsch (1987); Inkster 
(1995) and Grzenda (1999) suggest that from a contemporary 
organisational perspective, career change is an essential element of 
future career patterns and find little congruence with traditional 
theoretical models. They argue that these models, which rely on the 
theory of occupational choice (Holland 1973), mid-life crisis (Brown 
1984) or adult development processes (Levinson 1978) do not 
successfully account for the environmentally induced career change 
- 7 ­
patterns common in contemporary organisations. Baruch (2004) 
suggests that the traditional view of careers which is more linear 
static and rigid, is now contracted with a new emerging nature of 
career paths, which are seen as being multi-directional, dynamic 
and fluid. OeFillippi and Arthur (1994) propose that the new models 
of careers comprise of a variety of options, many possible directions 
of development and that careers have become more open, more 
diverse, and less structured and controlled by employers. 
Reference is now made to the protean career, which is 
characterised by psychological success measures, continuous 
learning and identity changes (Hall 1996) and which is driven to a 
large extent by new organisational structures. The rate and extent 
of change in organisational structures has created what some 
authors refer to as 'career pandemonium' (Brousseau et al 1996) 
which should be addressed within a pluralistic career management 
system, blending linear, expert, spiral and transitory career cultures 
(Grzenda 1999). This allows organisations to amend their career 
systems to accommodate fluctuating workforce needs. 
This project investigates a case study that was conducted to inform 
an MSc research project. It examines career development in a flat 
structured section of a public sector organisation (Cambridgeshire 
Fire and Rescue Service) by taking a qualitative inductive approach. 
1.2 Context for the investigation 
Within Cambridgeshire Fire and Rescue Service (CFRS) the 
organisational structure (See appendix A) is divided into 
directorates, with each directorate being managed by a member of 
the Senior Management Team (SMT). Two directorates are 
managed by uniformed personnel, whilst the remaining directorate is 
managed by a non-uniformed director. Each directorate whilst 
abiding by the organisations policies and procedures is run 
extremely differently and has differing priorities in terms of career 
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development. As human resources sits in one directorate, whilst 
recruitment and promotion, learning and development and training 
sit within another, historically people have worked in silos, resulting 
in pieces of work regarding career development either being 
duplicated or mis-communicated. Within the organisation, career 
development is currently owned by the Training, Learning and 
Development Manager who is an operational uniformed member of 
staff and not a learning and development specialist. Whilst career 
development is highly visible for uniformed staff, there has been 
very little formal or informal career development for non-uniformed 
members of staff and historically little attention had been paid to 
career development offered to this part of the workforce. 
As the Recruitment Manager and also as a line manager within the 
non-uniformed side of the organisation, my responsibilities are to 
provide advice and support, and manage the design and delivery for 
recruitment and selection processes for all areas of the organisation 
(999 operators, non-uniformed support staff and uniformed staff). In 
addition I provide advice and support, and manage the design and 
delivery of processes for any restructuring that the organisation 
undertakes including both selection for redundancy and promotion. 
Part of my role also involves the management of staff from the 
attraction and recruitment stages, through to how we retain them 
and, by doing so, what opportunities we can offer staff, as I sit on 
the newly formed development steering group. 
When in a meeting with the Learning and Development Manager 
and the HR Business Partner to discuss a piece of work that had 
been started by the HR Business Partner and myself on career 
development within the organisation, it was casually announced that 
the organisation was introducing a leadership and management 
development programme that was to be supported by external 
providers. The names of the delegates had already been selected 
and consisted purely of uniformed members of staff. It was pointed 
- 9 ­
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out that non-uniformed managers may also find it of great benefit to I 	 attend the programme and that this should be considered. As a 
result of this intervention, a few non-uniformed line managers were I 	 then invited to take part in the programme. 
I It became quite apparent from this, that the organisation needs a 
people strategy, not least to pull together the separate strands within I the organisation, together to deliver the organisation's objectives but 
also to look at what the organisation's requirements are with regards I 	 to the development of its staff (and in particular non-uniformed staff) 
for the future. Development opportunities need to be provided to 
non-uniformed as well as uniformed staff as they all work together, 
- and shared development is a way of facilitating this. Furthermore, it 
II 
II would be seen to be unfair not to do so and this perception of 
unfairness would inevitably have negative consequences. Whilst 
SMT have yet to decide who should take ownership of this piece of 
II 
 work, in order to prevent silo working happening in the immediate 

-­

future, a recently apPointed development steering group has been 

set up to provide advice and guidance to the organisation on its 

development of uniformed staff (the career development of its non­

II 
 uniformed support staff has not been included at this point), and has 
the objective of trying to bring the different strands such as human 
II 	 resources, learning and development, recruitment and promotion together. 
II 
Whilst I appreciate that a people strategy will take some time to 
formulate, following on from this meeting and feeling like an 
"afterthought", I became interested in exploring the organisation's 
III 
,. 
 current career development arrangements for its non-uniformed 

members of staff and how these staff members view them. In order 
to understand this, I will undertake a systematic, theoretically 
informed investigation into exactly how the organisation currently 
supports its non-uniformed line managers' career development. The 
aim is to understand what would constitute "good" support for career 
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development from the perspectives of practitioners and informed by 
relevant theory, and then to identify whether the organisation is 
presently providing "good" career development for its line managers 
within the non-uniformed support functions. Furthermore,' will 
investigate what the line managers' views are regarding the support 
they get in relation to their career development within the 
organisation and whether they feel this is "good", together with what 
the current strategy is regarding the career development for non­
uniformed line managers from an organisational perspective. I am 
also interested in finding out whether by investing in career 
development for non-uniformed line managers this will bring tangible 
benefits to both the organisation and employees. I will then draw 
conclusions together with any recommendations that will be 
presented to the organisation. 
1.3 Structure of the report 
This report will therefore be broken down into a number of distinct 
chapters, which will individually look at relevant areas: 
Chapter 2 will give the background of the Fire and Rescue Service 
of England and Wales, together with an overview of Cambridgeshire 
Fire and Rescue Service (CFRS) in order to give the contextual 
setting to the case study. In addition it provides an outline of the 
structures for both the uniformed and non-uniformed sections of the 
organisation together with an overview of the current arrangements 
for career development in each area. 
Chapter 3 will consider the concepts of 'career' and 'career 
development,' together with what the different areas are which 
would constitute "good" support for career development from the 
perspectives of practitioners, and informed by relevant theory. 
- 11 ­
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Chapter 4 will discuss the research methods used for the project 
and the justification for the selection of the methods that were 
chosen for this report. Secondary research was conducted by way 
of a literature review in order to discuss the theories and ideas that 
currently exist with regards to career development and to form the 
basis of the paper. Primary data was collected taking an inductive 
approach as I wanted to allow my working hunches to be changed 
by the data I interpreted and I am not testing the truth or otherwise 
of a hypothesis derived from the literature. It also discusses 
methods that were not used with justification of why I did not select 
them.I 
Chapter 5 will look at the data gathered from the semi-structured I 	 qualitative interviews that I undertook with a sample of non­
uniformed line managers. It analyses the interview data using anI 	 iterative process and identifies the themes that emerged from the 
data. It also considers if the outcomes are in line with what would I 	 be expected following the literature review or if there are any 

I 
 outcomes that were not expected. 

I 
 Chapter 6 is the final conclusion section which will review all of the 
information from the secondary and primary research. The 
I 	 theoretically informed analysis of the data will provide a richer 
I 
~ 
understanding of the situation of the non-uniformed staff's career 
development at CFRS which will then enable my colleagues and I to 
take further action based upon it. The report will, therefore, offer a 
set of recommendations that CFRS could employ to ensure that 
future career development strategies meet both the individual, and 
organisational needs. In addition, this chapter will look at the ~ limitations of the research that has been undertaken, highlighting 
any issues that have become apparent and what impact these might 
have had on the report. It will then make recommendations for 
-
further research on this topic in order to build on the research that ~. has been gathered. 
I 
- 12­
I 
This report also includes appendices which will provide an example 
of the research instrument used in the primary research together 
with relevant information that has been used from CFRS. 
,-=-'-------­
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Chapter 2: Context: The Fire and Rescue Service 
I 
This chapter provides the contextual setting in order to understand 
I the current background of the Fire and Rescue Service and the 
structure of the case study organisation - Cambridgeshire Fire and
II Rescue Service. 
11 2.1 Background and overview of the Fire and Rescue Service of 
England and WalesII 
Employing 60,000 people and attending just under 1 million 
11 emergency incidents annually (CLG 2012), the Fire and Rescue 
II Service (FRS) is primarily a public sector organisation, delivered by local government. Since 1947, UK legislation has nominated Local 
II Authorities as Fire Authorities, and locally elected politicians constitute Fire Authorities. Almost unanimously, they have chosen 
to employ 'direct labour organisations' to perform this function, 
-
otherwise known as local authority Fire and Rescue Services. 
Although supported and advised by senior officers from the Fire and 
.. Rescue Service, the Fire Authorities have remained a homogenous 
-
group of politicians exercising power within the organisation, in 
contrast to the heterogeneous constitution of the majority of public 
sector and private sector boards. 
Fire and Rescue Services come under Central Local Government 
(CLG) within central government. CLG dictate the national policy, 
alongside the Treasury, who dictate finances nationally which give 
rise to the amount of national funding. 
2.2 Overview of Cambridgeshire Fire and Rescue Service (CFRS) 
Cambridgeshire Fire and Rescue Service (CFRS) are currently 
accountable to the Cambridgeshire and Peterborough Fire Authority. 
As the governing body, the Fire Authority's role is to make decisions 
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on how the organisation operates, and to review and scrutinise the 
organisation's performance, policies and processes. In addition it is 
responsible for setting the corporate objectives and the budget 
(CFRS website 2012). 
Cambridgeshire and Peterborough Fire Authority have 17 elected 
members, all of whom are serving councillors. The political make­
up of the Fire Authority reflects the number of members from the 
political parties on each of the appointing county and unitary 
authorities. Currently the Fire Authority has 11 Conservative 
councillors, five Liberal Democrat councillors, and one Independent 
councillor. A Chairman and Vice-Chairman are elected annually 
(CFRS website 2012). 
Responsible for delivering a fire and rescue service to the 700,000 
people of Cambridgeshire and Peterborough, the organisation 
operates 28 fire stations which vary in status from being staffed 
24/7; 365 days a year, to being completely resourced by on-call 
Firefighters. The Headquarters are currently based in Huntingdon 
and houses the senior management team, the 999 combined control 
room, central operational teams and many of the support staff, who 
work in a variety of roles to support frontline activity. 
There are currently 761 employees of whom there are 620 
uniformed (operational staff) and 141 non-uniformed (support staff). 
Out of these there are a total of 273 personnel with line 
management responsibilities; 241 are uniformed personnel and 32 
are non-uniformed. Although the organisation is a mix of uniform 
and non-uniformed staff, it is predominantly run by uniformed 
personnel. The current Senior Management Team consist of the 
Chief Fire Officer, Deputy Chief Fire Officer, Assistant Chief Fire 
Officer (all uniformed members of staff) and the Director of 
Resources (non- uniformed member of staff. (See appendix A). The 
Director of Resources has purely non-uniformed personnel within 
- 15 ­
his remit, whilst the Deputy Chief Fire Officer has purely uniformed 
personnel under his structure. The Assistant Chief Fire Officer is 
the only director who has a mixture of both non-uniform and uniform 
personnel reporting to him. 
2.3 Uniformed structure of the organisation 
Within the uniformed side of the organisation the structure is very 
hierarchical. Staff currently have to progress through each rank, 
starting out as a Firefighter, then becoming a Crew Commander, 
Watch Commander, Station Commander, Group Commander and 
Area Commander, before moving on to become Assistant Chief Fire 
Officer, Deputy Chief Fire Officer and finally Chief Fire Officer. Of 
the 620 uniformed members of staff, there are 241 line managers 
comprising of: 1 Chief Fire Officer (CEO), 1 Assistant Chief Fire 
Officer and 1 Deputy Chief Fire Officer (Directors); 3 Area 
Commanders (Assistant Directors and also part of SMT), 10 Group 
Commanders, 35 Station Commanders, 67 Watch Commanders 
and 123 Crew Commanders. All of the personnel within the 
uniformed side of the organisation tend to join the organisation and 
then stay for their entire career which is normally 30 or more years. 
Indeed, routine data obtained from the organisation's human 
resources database supports that, with the exception of transferring 
to another fire and rescue service, dismissal or retirement on the 
grounds of ill health, no employee has voluntarily left the 
organisation. The last members of the uniformed staff joined the 
organisation in 2006 and there is currently a high proportion of staff 
with over 20 years' service. Pay and terms and conditions 
(including holiday, pension arrangements, bonus, working hours 
etc.) are determined and agreed nationally and are contained within 
a "Grey Book". 
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2.4 Non-uniformed structure of the organisation 
Unlike the hierarchical structure of the uniformed side of the 
organisation, the structure for non-uniformed is far flatter. Based on 
functions comprising of: Procurement, Payroll, Performance, 
Business Development, Finance, Resource Management, 
Occupational Health, Recruitment, Health and Safety, Equality and 
Diversity, Media and Communications, Property, Fleet, Finance, HR, 
District Administration and Executive Support, each function is 
overseen by a manager. Dependent upon the size of the team there 
may be only be one or possibly two levels of staff below the 
manager and often these levels have huge differences in terms of 
skills, experience and responsibility which in turn affect upward 
development opportunities. Based on broad band pay structures, 
terms and conditions can also vary considerably between the levels 
making the "jump" between levels even harder. The majority of 
functions have one manager with the exception of HR and District 
Administration, which have 2 and 4 respectively. Of the 141 
members of the support function, 32 have line management 
responsibilities. The managers themselves report into either a 
Strategic Head, of which there are 2 (members of SMT), a "Head 
of," of which there are 2, an Area Commander (uniformed member 
of staff) or a Group Commander (uniformed staff member). Again 
the movement between line manager and Strategic Head or Area 
Commander in terms of skill level, experience, responsibility and 
remuneration can be vast. In addition, for those line managers 
reporting into an Area or Group Commander, upwards promotion is 
not available, as in order to become either, you must be operational 
i.e. a uniformed member of staff. There is no policy to move 
someone who is non-uniformed into a uniformed role, even if the 
role is the same and, by doing, so would create an opportunity for 
career development and/or promotion. 
- 17 ­
• 
• 
Similarly to uniformed staff, routine HR data shows that permanent 
non-uniformed staff rarely leave the organisation voluntarily, other 
• 
• 
than re-structuring leading to redundancies, ill health retirement or 
dismissal, culminating in a lack of turnover. For non-uniformed staff, 
• 
terms and conditions are also agreed nationally and contained 
within a "Green Book". However, pay can be negotiated locally. 
• 
Both pay structures and the terms and conditions of employment 
differ considerably to those of "Grey Book" staff, often a bone of 
contention between staff when performing similar job roles. 
2.5 	 Career development within the uniformed structure of the 
organisation 
The long service nature of the uniformed staff coupled with the 
hierarchical structure has meant that career development for 
uniformed staff has always been on the organisation's agenda and 
has historically taken a traditional path. Previously this has included 
a number of different initiatives, recently through the running of 
nationally recognised assessment and development centres 
(ADC's). Available to uniformed personnel at all levels, ADC's were 
predominantly used to try and assess the potential of staff, with a 
view to taking them through a series of development training via 
courses, in order to develop the necessary technical and 
management skills needed to become a line manager. In practice, 
these were often merely used as an assessment tool to determine 
promotion and were, therefore, seen as a medium for succession 
planning in a more general sense rather that for line management 
development. The introduction of the Localisation Bill by the 
Government in 2010 had an effect on the way in which the 
organisation develops its staff as it gave scope for the organisation 
to come away from the nationally implemented ADC, allowing them 
to implement a local solution. 
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2.6 	 Career development within the non-uniformed structure of the 
organisation 
In comparison there has been very little career development 
available for non-uniformed line managers, and what has existed, 
has been informal and unstructured. Indeed ADC's were only 
available to uniformed personnel and non-uniformed line managers 
were often overlooked when career development opportunities were 
being assessed. That, coupled with the long service of many 
managers within non-uniformed functions, and the fact that the 
organisation has no policy on job rotation, job shadowing or 
secondments for non-uniformed line managers and support staff in 
general, has to lead to a lack of opportunity to progress either 
upwards or laterally. Furthermore, this lack of investment by the 
organisation in career development, coupled with the green 
book/grey book contrasts and the heroic public image of the 
Firefighters, has created a feeling amongst the non-uniformed line 
managers of being "second class citizens", someone whose career 
is not always perceived to be as important as their peers who wear 
a uniform. On the other hand, it could be suggested, that the non­
uniformed staff structure does not lend itself to the same career 
development as uniformed staff as the structure is much flatter and 
that the approach taken to career development, is a consequence of 
several other structural arrangements rather than a deliberate 
approach not to provide career routes. Indeed, the organisation has 
very recently introduced a new career development initiative through 
an externally provided leadership and management development 
programme. Unlike previously this has now included non-uniformed 
line managers, albeit they were invited to participate at a later date 
than their uniformed counterparts. 
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Chapter 3: literature Review 
This chapter looks at major career development theories and 
attempts to understand the concept of "career" and "career 
development" from the perspectives of practitioners and informed by 
theory. It further seeks to understand what would constitute "good" 
support for career development and what other factors influence 
career development. 
3.1 Concept of "career" 
In order to analyse and understand career development within an 
organisation and the related theoretical and practical issues, the 
concepts of "career" and "development" are important. Career is a 
complex term and different authors define it in different ways. Whilst 
in the early part of the twentieth century, "career" referred to a 
professional occupation that bore both money and a respected 
position where you could progress, career is now seen more 
broadly, encompassing work, leisure and other life-span 
dimensions, and it is generally acknowledged that everyone now 
has a career rather than simply a "job". The definition of career has 
developed over time, influenced by many factors that are both 
internal and external to the individual and organisation (Rasdi et al 
2009). According to career literature "career" can be defined as the 
sequence of the person's work related experiences in one or several 
organisations (Hall 2004; Baruch 2004; Green and Callanan 2006) 
or simply as the sequence of work experiences an employee may 
have over time (Hirsh 2007). Historically, careers were thought to 
evolve within the context of one or two firms, and were 
conceptualised to progress in linear career stages (Levinson 1978; 
Super 1957). Success was defined by the organisation and 
measured by promotions and increases in salary (Hall 1996). 
However, this concept of "career" being that of upward movement is 
not supported by the characteristics of the modern organisation 
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where the tall, multi-layer, functional organised structures, 
characteristic of large companies, has changed (Miles and Snow 
1996). Today few organisations can guarantee job security and 
regular promotion opportunities and the concept of the "portfolio 
career" is increasingly common. The reality for most people is that 
they will have to change employers and perhaps careers, several 
times during their working lives. This raises the question of whether 
in reality the traditional theory of a career is about to collapse. 
Crenshaw (2006) speculates that "the dynamics of career 
management may be changing towards short term careers with 
limited promotional opportunities and an emphasis on 
employability." On the other hand, in line with British research (see 
McGovern et al 1997; Storey et al 1997; Wajcman 1998), a study by 
Wajcman and Bill (2001) found that managers were still more likely 
to have a single organisation career and that long tenure in the 
current firm is still quite common. 
The word "career" can hold both an opportunity and threat to 
organisations. One of the perceived threats is by focusing on the 
future that there is the possibility of raising employee expectations 
which the organisation may not be able to satisfy. 
3.2 Concept of "career development" 
As well as defining the concept of "career" it is necessary to define 
the concept of "career development" and its influence on an 
individual within an organisation. Greenhaus et al (2000) suggest 
that career development is an on-going process by which 
individual's progress through a series of stages each of which is 
characterised by a relatively unique set of issues, themes and tasks. 
Studies of career stages have shown that needs and expectations 
change as the individual moves through the stages (Ivancevic 
1994). These different stages are connected with personal and 
business life and McDaniels and Gysbers (1992) propose that 
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career development is the total constellation of psychological, 
sociological, educational, physical, and economic and chance 
factors that combine to shape the career of any given individual over 
the life span. 
Career development is often used to describe a term that has an 
internal focus and refers to the wayan individual views their career 
but it also has an external focus that refers to the series of jobs and 
positions that the individual has held. It often carries a strong 
overtone of upwards movement and promotion. Historically, 
individual career development can be observed inside the same 
organisation and can be seen as a type of hierarchical promotion 
from simpler and less demanding roles and positions, to those more 
challenging, more demanding and those that involve a certain level 
of responsibility. However, nowadays, the new models of career 
r development comprise of a variety of options and many possible 
directions of development. Often known as "multi-directional" career 
r paths, an individual may change jobs and positions from where they 
started to one which fulfil and satisfy their personal demands and 
r expectations. If an individual wants to succeed in today's turbulent 
and changing environment, continuous career development is r 
necessary to acquire new skills, abilities and training so that they 
are ready and prepared enough to accomplish new and more 
r 
sophisticated tasks and duties. 
r 
Historically, career was seen as the major responsibility of the 
individual. Later on, the focus of career development appeared to r have shifted from the individual to the organisation (Gutteridge et al 
r 1993) and it is suggested that now individuals have to take 
responsibility for their careers again. On one hand, careers are the 
r "property" of individuals, but on the other hand, for employed 
people, it will be planned and managed by their organisations 
r (Baruch 2004). For an individual in an organisation, career can be 
perceived as a continuous movement among jobs, positions, 
J 
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challenges and different responsibility levels. It denotes the main 
link between employees and the organisation and expresses the 
level which the individual wants to reach within a company. Arthur 
et al (1989) suggest that individuals consider their career in terms 
not only of their present job but also of their past experience and 
future expectations. Scholars point out a shift form the long term 
based career relationships, into transactional short term based ones 
that evolved between individual and their employing organisation 
(Adamson et al 1998; Baruch 2003). 
Leibowitz et al (1986) contend that career development involves an 
organised, formalised, planned effort to achieve a balance between 
the individual's career needs and the organisation's work force 
requirements. Hall and Associates (1986) also suggest career 
development as the outcomes emanating from the interaction of 
individual career planning and organisational career management 
processes. The benefits of matching the between the individual and 
organisations needs are of importance as individuals can only give 
their best when in the right role and supported by the right training 
and development. 
3.3 Major career development theories 
For over a century, academics have been developing theories and 
designing strategies to assist people in finding and maintaining 
meaningful work. There are many career theories and models, and 
no single one is adequate to describe the broad field of career 
development. 
3.3.1 Super's Life Span/Life-Stage Theory 
Theories surrounding the career development process emerged in 
the 1950's in the work of Super, Ginzberg and Holland. Traditionally 
careers were thought to evolve within the context of one or two firms 
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and were conceptualised to progress in linear carer stages 
(Levinson 1978, Super 1957). This traditional model has dominated 
much of the research on career development. Super's (1957) 
theory of career stages uses a life-span approach, to describe how 
individuals implement their self-concept through vocation choices 
(Sullivan 1999). Super et al (1988) suggest that the process of 
choosing an occupation that permits maximum self-expression 
occurs over time and can be summarised into 5 stages: 
• Growth (childhood) 
• Exploration (adulthood) 
• Establishment (early adult hood) 

., Maintenance (middle adulthood) 

• Disengagement (later adulthood) 
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Developmental tasks at these different stages 
AdolescenceLife stage 14-25 
Giving less 
Decline time to 
hobbies 
Verifying 
currentMaintenance 
occupational 
choice 
Getting 
Establishment started in a 
chosen field 
Learning 
Exploration more about 
o p po rtu n ities 
Developing a 
Growth realistic self-
concept 
Early 
adulthood 
25-45 
Reducing 
sports 
participation 
Making 
occupational 
position 
secure 
Settling 
down in a 
suitable 
position 
Finding 
desired 
opportunity 
Learning to 
relate to 
others 
Middle 
adulthood 
45-65 
Focusing 
on 
essentials 
Holding 
one's own 
against 
competition 
Developing 
new skills 
Identifying 
new tasks 
to work on 
Accepting 
one's own 
limitations 
Late 
adulthood 
65+ 
Reducing 
working 
hours 
Keeping 
what one 
enjoys 
Doing things 
one has 
wanted to do 
Finding a 
good 
retirement 
place 
Developing 
and valuing 
non-
occupational 
roles 
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Super states that in making a vocational choice , individuals are 
expressing their understanding of themselves which evolves over 
time and, therefore, argues that occupational preferences and 
competencies, along with an individual 's life situations, all change 
with time and experience. However, these five stages are not just 
chronological. People can cycle through each of these stages when 
they go through career changes . Indeed , research on Super's 
theory supports the idea of implementing the self-concept through 
one career (Osipow, 1983), and differences in attitudes and 
behaviours across the career stages (e.g. Cohen 1991 ; Lynn et al 
1996), and has found a difference in individual 's expectations of 
career development at different points in their career. However, 
Sullivan (1999) asks if the model can be generalised to the complex 
lives of women and if this model is still applicable in today's 
changing work environment. Maher (2009) also argues, that whilst 
the life span career model can be useful in determining an 
individual's career decisions at different stages of their career, it is 
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insufficient for understanding the implications of other variables such 
as gender, social class and varied career structures. 
3.3.2 Parsons - Trait and factor theory of occupational choice 
One of the early career development pioneers was Parsons (1909). 
At the centre of Parsons' theory is the concept of matching, and 
works on the principle that it is possible to measure both individual 
talents and the attributes required in particular jobs. It also assumes 
that people may be matched to an occupation that's a good fit. 
Parsons suggests that individuals perform best, and their 
productivity is highest, when they are in jobs best suited to their 
abilities. He states that occupational decision making occurs when 
people have achieved: 
• 	 a precise understanding of their own individual traits 
(aptitudes, interests, personal abilities) 
• 	 a knowledge of jobs and the labour market 
• 	 rational and objective judgement about the relationship 
between their individual traits, and the labour market. 
This three-part theory still guides most present-day practice. 
However, matching assumes a degree of stability within the labour 
market. Also in reality, today's labour market's volatility means 
individuals need to be prepared to change and adapt to their 
circumstances. 
3.3.3 Holland - Theory of Vocational Choice/Career Typology Theory 
Holland (1973) built on the theory suggested by Parsons by creating 
a hexagonal model to build on the matching perspective. Holland 
(1973) asserts that occupational choice is an expression of 
personality and that people look for work environments that match 
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their personalities. He proposes that people look for environments 
where they can be around others like them, and that allow them to 
apply their skills and abilities, and express their attitudes and values. 
He emphasises that the closer the match of personality type to work 
environment is, the higher the changes are of success and 
satisfaction for the individual. He also suggests a two way process 
where environments are created to attract certain personality types. 
Within th is theory, there are six basic types of work environment, 
which correlate directly to the personality types. He gave the same 
names to both environment and personality: realistic , investigative, 
artistic, social, enterprising and conventional. 
Realistic 
Conventional Investigative 
Enterprising Artistic 
Social 
© John L Hoiland 
There is much research to support Holland's typology. 
Helpful in understanding work environments , Holland 's theory 
can also be flexible , incorporating combination types, 
although , critics argue that there is no insight into how types 
develop The model has also been stable over time and 
across gender and racial lines, however, criticisms of this 
have suggested that there is actually a gender bias , with most 
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• 
• 
females scoring predominantly in three personality types. 
Holland conversely, counters this by suggesting that females 
• 
will show a greater interest in female dominated occupations. 
-­ 3.4 	 Career development - organisational or individual 
responsibility? 
During the past few decades the notion that individuals are also 
responsible to cater to and build their own careers instead of leaving 
it entirely to the organisation to manage has been well documented 
(Baruch 2004). However, Martin et al (2001) argue that this is 
dependent upon the organisation's ability to change the employee's 
view of more traditional route of career development, with the 
ownership by the organisation, to one of increased individual 
responsibility for their own career growth and development. More 
commonly it is recognised that although "career" is owned by the 
individual, organisations via their career systems can also actively 
participate in the employee's career development (Simonsem 1997; 
Boudreaux 2001; De Simone et al 2002; Gilley et al 2002; Baruch 
2004). Baruch (2004) points out that whilst "career" is the property 
of individuals, for the employed it is the organisation that will plan 
and manage employee careers. 
3.5 Career planning and career management 
Hall and Associates (1986) view career development as outcomes 
that emanate from the interaction of individual career planning and 
organisational career management. Ups-Wiersma and Hall (2007) 
discovered that more responsibility was being transferred to 
individuals as drivers of their careers, but the organisation had 
become more not less actively involved in career development and 
management, although not in the traditional top down way. 
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To understand career development in an organisation it is 
necessary to examine two processes:' how an individual plans and 
implements their own career goals (career planning) and how 
organisations design and implement their career development 
programmes (career management)' (Bernardin and Russel 1993 p. 
340). 
3.5.1 Career planning: 
The trend towards individuals taking responsibility for shaping and 
moulding their careers emphasizes the importance of career 
planning. De Simone and Harris (1998) suggest that career 
planning is an activity that is performed by an individual in order to 
understand and be able to control their work life. It also includes the 
identification of the career-related goals and forming plans for 
achieving these goals. However, career planning should be in 
correlation with the organisation's focus if maximum benefit is to be 
achieved, and organisations support employees by helping them 
analyse and evaluate their career options and preferences. 
In the career planning stages individuals need to evaluate their 
career options and decide on their own development objectives and 
consider not just their own interests and aspirations but also what 
kind of opportunities may be available to them. Career information 
is of limited value to an employee without an understanding of how 
they are seen by colleagues within the organisation, and for what 
kinds of jobs they might be considered as a sound candidate. 
3.5.2 Career management 
Adekola (2011) p. 2 suggests that 'career management is another 
commonly cited antecedent of career development.' Many 
researchers argue that career management requires initiative from 
both individuals as well as organisations in order to offer the 
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I 

greatest benefit for both. They suggest that career management is 
II an on-going process of preparing, developing, implementing and 
• 
monitoring career plans and strategies, undertaken by the individual 
themselves or in line with the organisations career system (Hall and 
Associates 1986; Greenhaus et al 2000). Indeed career 
-
management can be seen to be collaboration between organisations 
and employees, where organisations attempt to match individual 
II employee interests and capabilities with organisational 
opportunities, through a planned programme encompassing a 
II variety of activities such as job rotations, career systems and other 
, 

management tools (Hall and Associates, 1986; Martin et aI2001). 

This represents a constant process of preparing, implementing and 
monitoring career plans that are undertaken by the individual (De 
Simone and Harris 1998) and includes activities that help an 
individual to develop and carry out their plan. In addition it is 
designed to provide the organisation with a pool of qualified people 
to meet their future needs. Moreover, Brown (1998) contends that 
career management practices must support individuals in their 
attempts to develop the knowledge, skills and behaviours that will 
allow them to be successful. However, Morrison and Hock (1986) 
challenge that career management represents the organisations 
perspective in the career development process. 
3.6 Organisational support 
Ng et al (2005) and Orpen (1994) suggest that organisational 
support for career development refers to the programs, processes 
and assistance provided by organisations, to support and enhance 
their employee's career success and comprises of both formal 
strategies, such as career planning and training, and informal 
support such as mentoring, coaching and networking opportunities 
(Hall 2002; London 1988). These views are consistent with the new 
supportive and enabling role proposed for organisations, rather than 
the traditional "command and control" approach taken in the past 
- 31 ­
(Baruch 2006). A well thought out and executed career 
development system can allow organisations to identify and utilise 
the wealth of in-house talent for staffing and promotion, by matching 
the skills and experience together with the aspirations of the 
employee, to the needs of the organisation. As Thite (2001), Kapel 
and Shepherd (2004) and Kaye (2005) point out, it also allows the 
organisation to make informed decisions around compensation and 
succession planning to attract, retain and motivate employees, 
resulting in a more engaged and productive workforce. However, 
career development is a long term and complex process and 
therefore should be on-going and sustainable. 
Maher (2009) suggests that by providing organisational support, 
employees gain an increased confidence, a greater sense of self­
fulfilment and a higher degree of marketability, both within the 
organisation and the external labour market. Researchers have 
suggested that organisational support is important as if the 
organisation denies development opportunities to its employees, 
longer term it will be overtaken by other organisations who make full 
use of their human resource. In addition, unhappy employees will 
be less effective than those who find the match between job, career 
and personal satisfaction. Furthermore, Blau (1964) proposes that 
employees generally favour an organisation that provides something 
valuable to them. 
Maher (2009) suggests areas where management can support 
employee development within their organisation: 
• Offer training in new skills and knowledge for all staff so 
they are able to fill new jobs laterally as well as vertically 
• Develop and implement learning that takes place 
throughout their employment 
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.. 	 Develop cross team and cross boundary learning with 
other organisations and professions 
Share the vision of the organisation's future plans and 
development with employees 
.. 	 Introduce career planning systems to included 
succession planning 
• 	 Provide positive career development to help 
management address issues such as productivity, 
management selection and equal opportunity. 
However, a recent CIPD (2011) report concluded that most 
individuals do not feel supported by their employer to manage their 
career, which can lead to negative perception about career 
opportunities within an organisation, unrealistic expectations and 
disengagement. Bowen (2007) also suggests that most individuals 
do not believe they are supported by their employer to manage their 
career, and rely heavily on informal networks such as friends and 
family for career advice. Therefore, an organisation that provides 
support for employee career development will create a positive and 
supportive image of the organisation to the employees, work 
performance will improve and staff turnover will be reduced (Maher 
2009). 
3.7 Line-management involvement in career development 
In many organisations career planning often concerns discussions 
and advice from the line manager to inform a personal development 
plan or certainly a sense of direction. Indeed, Stuff (2009) in her 
study on British American Tobacco suggests that personal and 
professional development is a shared responsibility between 
managers and their team members. Research suggests that whilst 
individuals should be encouraged to take the lead in their careers 
and developing themselves, they should be supported through the 
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provision of tools, training, on the job coaching and development 
from their line manager. In addition, both formal and informal career 
discussions should become a regular feature of the interaction 
between manager and employee, in order to help the employee 
think through their career plans and allow the line manager to keep 
in touch with the individual's development and career aspirations. 
While some individuals will have clearly defined ideas of what they 
want to achieve in their careers, others will need help to identify their 
strengths and weaknesses and how to plan their development. One 
tools is to use personal development plans to set objectives. This 
allows individuals to take responsibility for their development, but 
with support from both the line manager and organisation. By using 
this process, individual's development goals can be aligned with the 
further business needs of the organisation. Whilst line managers 
often expect to perform the more formal aspects of this at appraisals 
or development reviews, research has shown that as well as these 
formal sources, employees get much of their most valuable career 
advice quite informally from people at work (Hirsh et al 2001). 
Indeed, additional discussions and negotiation are often needed to 
gain support from others in the organisation that have the power to 
give access to work or learning opportunities (Herriot and 
Pemberton 1995). However, a report by the CIPD (2011) found that 
although most organisations delegate the responsibility for career 
support to their managers few have the skills to deliver it effectively 
3.8 The impact of the psychological contract 
One of the main shifts in career development has been the change 
of psychological contracts between firms and workers. Under the 
old contract, workers exchanged loyalty for job security, whereas 
under the new contract, workers exchanged performance for 
continuous learning and marketability (Altman and Post 1996, Hall 
and Mirvis 1996, Rousseau 1989). This change in the psychologic 
contract has resulted in decreased job security (Batt 1996; Beckmc 
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• 1996; Scott et al 1996), decreased employee loyalty (Goffee and 
Scase 1992) and increased worker cynicism (Kanter and Mirvis• 1989). The new contract is based on maintaining employability and 
is one way to combat insecurity and drive engagement. 
Research has shown that the presence of employee training and 
career management systems, positively enhances employee career 
development and employees commitment to the organisation 
(Maher 2009). As Lee (2000) points out, organisations that invest 
career management are more likely to increase employee's job 
satisfaction. Indeed, one of the major findings of a survey carried 
out by Chen et al (2004) was that career development programmes 
positively influence job satisfaction, professional development and 
productivity, which suggests that organisation's investment in such 
programmes is worthwhile. In addition, research has shown that job 
security linked to an interesting, challenging job with access to 
career opportunities and a supportive line manager, provides the 
basis for an engaged and productive workforce. Data from the 2004 
Workplace Employment Relations Survey (WERS) showed an 
overall increase in employee satisfaction derived from a sense of 
achievement at work. 
3.9 Career development within flatter organisational structures 
Employee development programs take on new challenges in flat 
organisational structures. Some researchers would argue that 
career development is not all about corporate ladders or 
organisational charts but more about paying attention to how people 
can grow in the jobs that they already have. Certainly the trend 
towards flatter organisations has opened up many more horizontal 
career paths. In flatter structures where opportunities for 
development via hierarchical promotions are no longer available, it 
is vital to recognise that the employees need to take control of their 
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own career strategies and learn how to diversify and be prepared to 
zigzag laterally. Purdie (1994) suggests that this can be achieved 
by: 
• 	 viewing career paths as fragmented and subject to 
change 
• 	 equating career success with personal satisfaction 
• 	 focusing on multiple short term objectives 
• 	 developing a mUlti-dimensional plan clustered around 
several objectives that fulfil career needs at a particular 
point in one's life 
• 	 believing that goals are independent of age 
• 	 creating a plan that is flexible with goals that are 
continually reassessed and contingency planning 
regarded as essential 
• 	 tracking progress by the degree to which career 
decisions satisfy personal needs, assuming that they will 
have to chart their own career direction because they 
cannot rely on the organisation they work for to do it for 
them. 
By addressing the challenges of limited traditional promotional 
opportunities, organisations are able to keep employees engaged 
whilst building both individual and organisational capabilities. By 
considering the opportunities for horizontal growth, organisations 
can offer the opportunity for employees to move laterally into roles in 
different departments or a new challenge in their current position in 
order to expand both their experience and broadness of their skill 
base. 
However, promoting laterally rather than a hierarchical move can 
cause issues if the employee has not accepted that career 
development is taking place within one organisational level, rather 
than up a career "ladder". In addition, lateral progression can 
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viewed negatively among employees, especially when it is 
introduced at a time of restructuring or downsizing. Also managers 
can often oppose lateral moves or secondments, wanting to hang on 
to valued employees and only "let go" the poor performers, which 
again strengthens the negative perceptions of lateral moves. 
However, besides learning new skills and gaining new experiences, 
lateral and horizontal moves can provide the foundation for future 
vertical moves to take place. Research conducted by Hall (1985) 
has helped to develop some strategies that organisations can think 
about when considering the career development of staff within flatter 
organisations, where careers also have the potential to plateau. 
Borrowed from Hall (1985), these include 
• 	 Introducing polices facilitating lateral or cross functional 
moves e.g. allowing people who elect to move laterally to 
retain their points and salaries making the moves easier. 
• 	 Legitimising and promoting slow career advancement to help 
employees focus on their current job which allows them to 
gain job mastery and the development of skills. 
• 	 Job redesign and training e.g. a variety of activities such as 
mentoring or serving on project teams can be particularly skill 
enhancing. 
• 	 Skills based and not position based career paths which 
involve creating job sequences, where once an employee 
achieves the mastery level in one path, they then move to the 
bottom of another job area and start again. As employees 
move from one function and role to another, they experience 
career development even if may be taking a temporary 
demotion. 
• 	 Creating more project type roles which meets both the 
organisations needs to create flexibility and information 
sharing, with the employees needs to gain broad based 
experience. 
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• 	 Periodic rotation of technical specialists to allow development 
of new skills in different areas. 
• 	 Temporary moves to allow the opportunity to experience a 
new area and acquire new skills and experiences. 
• 	 Downward moves which could help an employee overcome 
being "stuck" in a dead end career path. 
• 	 Facilitating job switches as a cost effective way of allowing 
new learning and providing challenge. 
• 	 Loaning employees by moving someone from an overstaffed 
department to an understaffed department. 
• 	 Paying the person not the position where pay rises are based 
on performance and skill level rather than position. 
3.10 Facing a plateau in a career development cycle 
One of the most typical ways of describing career development is a 
constant movement and hierarchical growth. However, many 
employees are faced with a plateau in their professional life. 
Employees faced with a plateau can feel "stuck" or entrenched. 
This describes a position within the career development cycle that 
either does not offer any further development or progression, or if 
there is any, it is limited. It has been assumed that managers 
whose career development has "stalled" would have "lower job 
performance, lower motivation and satisfaction, bad attitudes and 
behaviour in non-work factors and lower ratings of their own jobs" 
(Slocum et al 1987, p 33), but a study by Near (1984) found that 
although managers whose careers had plateaued worked less hours 
and had higher rates of absenteeism than non-plateaued managers, 
they did not have worse attitudes or work behaviours. Furthermore, 
they were neither less motivated nor satisfied than their peers. They 
did though rate their roles as less challenging and satisfying. On the 
other hand in a further study, Near (1984) found that a large 
percentage of "stuck" managers claimed to be very happy with their 
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present position and felt they were highly successful and motivated 
to perform their role. 
Career plateauing can have substantial psychological and physical 
influence on employees but can be overcome by expanding an 
employee's theoretical and practical knowledge, skills and abilities. 
In addition, "by understanding the phenomenon of career 
plateauing, an individual can begin to look at career strategies to 
improve their career opportunities with or outside of the 
organisation" (Applebaum and Santiago 1997 p. 11). 
3.11. The influence of public sector values and needs 
Research has suggested that public sector employees are less 
motivated by career development compared to their private sector 
counterparts (Willem et al 2010). Indeed, contemporary research of 
public sector motivation identified four main dimensions of 
motivation of the employees within this sector: attraction to public 
policy making, commitment to the public interest and civic duty, 
compassion and self-sacrifice (Perry 1996). On the basis of this it is 
possible to describe the public sector motivation as giving priority to 
internal (related to the task performance) rather than external 
rewards (Perry 1996). 
Researchers have also noted that competencies development has 
always been considered as being very significant in the public 
sector. However, the problem here has been that just individual 
competencies that are necessary either currently or strategically for 
the public sector, tend to be developed without taking into 
consideration the competencies gaps relevant for the individual in 
their career. 
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3.12 Career success 
Many studies investigated career stages and career paths (Jepson 
and Dickson 2003, Baruch 2004) but few studies examine the 
organisational and individual outcomes resulting from career 
development (Applebaum et al 2002, Chen et al 2004). Part of the 
outcome of career development must be career success as seen by 
both the employee and organisation. Organisational researchers 
have begun to develop progressively more comprehensive models 
of career success, using demographic, human capital, work-family, 
motivational, organisation and industry variables (e.g. Dreher and 
Ash 1990; Judge and Bretz 1994; Kirchmeyer 1998). In trying to 
define career success Seibert and Kraimer (2001) p. 2 suggest that 
it is the "positive psychological and work-related outcomes 
accumulated as a result of one's work experiences." However, 
Arthur et al (2005) and Heslin (2005) contend that the construct of 
career success is more complex and multi-dimensional today than it 
was earlier, because of the demographic changes in the work force 
and changing organisational structures. 
Organisational research has also moved toward the use of a set of 
extrinsic and intrinsic outcomes as measures of career success 
(e.g., Judge and Bretz 1994; Judge et al. 1995; Kirchmeyer 1998; 
Seibert et al 1999; Turban and Dougherty 1994; Wayne et al1999). 
Barnett and Bradley (2007) suggest that a distinction can be made 
between objective and subjective indicators of career success. 
Seibert and Kraimer (2001) contend that objective career success 
refers to the work experience outcomes such as status, promotion 
or salary and Gatticker and Larwood (1988) agree that much of the 
traditional career research focused on these objective methods of 
career success. The dominance of hierarchical organisations 
supported this, where employees career success was largely 
defined by promotion, rank and retention (Hall and Chandler 2005). 
However, a number of studies (Powell and Mainiero 1999; Sturgess 
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1999) have found that defining career success in terms of purely 
external and objective terms is not congruent with what many 
manager and professionals (especially women) feel about their own 
career success. In contrast, subjective career success refers to an 
individual's evaluation of their career progress and anticipated 
outcomes, in relation to their own goals and aspirations (Seibert and 
Kraimer 2001) where the criterion is internal rather than external, 
with outcomes such as new skills, work-life balance, challenge and 
purpose (Gatticker and Larwood 1988). This approach is consistent 
with the change in career context, where individuals are expected to 
self-manage their own careers, rather than rely on organisational 
direction (Hall and Chandler 2005; Hall and Mirvis 1995). However, 
career scholaTs argue that these are associated but distinct 
constructs (Aryee et al 1994; Hall 1976; Wayne et all 1999) and that 
both measures are significant because together, they reflect not only 
conventional standards of success, but also feelings of success 
relative to an individual's own goals and expectations (Judge and 
Bretz 1994; Judge et al 1995; London and Stumpf 1982; Seibert et 
aI1999). 
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Chapter 4: Research Methodology 
In this chapter I discuss the research methods used for the project 
and the justification for the selection of methods I chose, together 
with a critique. It also discusses methods that I didn't usei~ith 
justification of why I did not select them. 
This project evaluates career development within a public sector 
organisation, both from an individual and organisational perspective. 
It seeks to understand the perceptions of non-uniformed line 
managers of their career development within an organisational 
context at CFRS, as well as exploring the organisation's career 
development arrangements for its non-uniformed line managers. 
In qualitative research, the researcher themself is an instrument 
(Glesne 1999). I, the researcher in this study, am a Recruitment 
Manager with an interest in career development. The topic was 
inspired by a meeting between the Learning and Development 
Manager and Human Resources Business Partner and I, where 
career development within the organisation was being discussed. 
The topic of conversation focused around uniformed managers' 
career development and a leadership and management 
development programme that the organisation had decided to run. 
Non-uniformed personnel had not be included in the programme 
and I asked the question as to what the organisational position was 
with regards to non-uniformed line managers career development 
and if the organisation understood how non-uniformed line 
managers felt about the current arrangements for their career 
development. This drew a blank and thus the selection of the focus 
areas for the research was formed. 
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4.1 Secondary data collection process: 
I discussed the nature of the research with colleagues which 
allowed practical ideas and suggestions to be identified but also 
opened up new avenues of thought. I then discussed the topic with 
lecturers to allow the clarification and narrowing down of the 
research question. Online searches were conducted to define the 
objectives and scope of the subject. By conducting the review of 
literature, the direction of the research changed several times 
(Buzan 1995) and once the primary research data had been 
gathered it gave a further change to the direction of the research. 
Once I had compiled the research proposal, I then conducted the 
literature review, in order to discuss the theories and ideas that 
currently exist with regards to career development, and to form the 
basis of the paper. Electronic and paper based journals and books 
were the mainstay for this review. 
In order to look for secondary data, I used tertiary data sources such 
as indexes and library catalogues. This produced newspaper 
articles, books, journals, further library sources and internet 
addresses. I also investigated documentary data contained within 
the organisation such as the organisations intranet site, internet site, 
HR database, appraisal documentation and policy documents. This 
assisted me in setting the organisational context and particular 
characteristics highlighted in the report, together with corroborating 
and augmenting evidence from other sources. 
4.2 Primary data collection process 
The research is achieved through exploratory, inductive procedures 
and emphasizes processes instead of ends (Merriam 1988). I 
decided to use an inductive approach as I wanted to allow my 
working hunches to be changed by the data I interpreted and as I 
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am not testing the truth or otherwise of a hypothesis derived from 
the literature. 
The research strategy I adopted was an intensive rather than 
extensive, multiple case study within one organisation (CFRS) as 
"case studies involve multiple sources of information rich in context" 
(Creswell 1998, p. 61). Merriam (1988) p. 153 states that "one 
selects a case study approach because of an interest in 
understanding the phenomenon in a holistic manner". I selected this 
method as a strategy for conducting research, which involves an 
empirical investigation of a particular contemporary phenomenon 
within its real life context, where the boundaries between the 
phenomenon and context are not clearly evident (Yin 1994). Even 
though meanings drawn from this case study are limited to the 
specific context, they could help "alert researchers to themes or 
events which might be common to similar phenomena under 
different conditions" (LeCompte and Preissle 1993, p. 119). 
I adopted a qualitative approach as qualitative research uses a 
naturalistic approach to explore the data which better serves the 
needs of this research. Qualitative research is based on the 
assumption that the world is not an objective one, but exists in 
multiple realities or multiple facets. The research area is a highly 
subjective phenomenon in need of interpretation rather than the 
mathematical measurement used by quantitative methods. 
Qualitative data was generated by conducting face to face semi 
structured interviews, in order that the main objectives could be 
~------~~--standardised, but still allow me the opportunity to modify the ~--
questions as per the situation and leave more freedom for the 
interviewee to talk. Through interviews, the researcher can enter 
into other people's perspectives and understand how people make 
sense of their world and experiences (Restine 1999). The lived 
experience and insights of the interviewees are released through the 
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interview, (Rubin and Rubin 1995; Kvale 1996) and I tried to gain 
access to the world of the participants and their perspectives. In this 
case, the respondents had varied experiences and attitudes toward 
career development, and I wanted these detailed depictions of their 
experiences. The interviews were therefore used to clarify 
ambiguities and to seek a greater depth of understanding of 
people's thoughts and feelings, in order to document experiences, 
meanings and critical incidents and allowed for some cross 
comparisons to be made. In addition I felt that a higher response 
rate would be achieved, as most people have a general awareness 
of what to expect. 
Fellow students were used to trial the interview questions to 
ascertain how long the interviews would need to be and to test the 
information gained from the questions. The interview guides (see 
appendix B and C) were used to explore the main themes of the 
research. The topics included in the interviews were: 
• The concept of career development 
• Organisational support 
• What constitutes "good" career development? 
• Definition of "success" in terms of career? 
• Benefits of organisations investing in career development? 
The sample selection process involved non-probability purposive 
sampling in order to both identify key informants and then to 
undertake a horizontal sliced sample approach, in order to select 
respondents because they held a certain position within the 
organisation. By choosing this method I felt that the data gathered 
would reflect the perspectives that were relevant to the enquiry 
being undertaken. The sample I chose for this research was based 
on the above and included: 2 newly promoted line managers, 2 line 
managers who report into uniformed members of staff and 7 line 
managers with varying tenure of line management experience. The 
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length of engagement of the sample group varied from 3 years to 15I years; hence it was thought that whilst some would have a long 
standing perspective of the career development at CFRS, others I would have more recent awareness of career development within 
other organisations. Furthermore, the sample was selected based 
I 
I on different people's career stages to enable a broader 
understanding of any influences this may have. In addition, the 
I 
group were chosen to see if any differences prevailed in those being 
managed by uniformed personnel, rather than non-uniformed. In 
I 
order to provide an overview on what the organisation's views of 
career development of its non-uniformed line managers were, I 
included 3 members of the Senior Management Team (SMT). The 
I sample was mainly female and comprised of 12 female with only 2 males taking part due to the limited number of line managers being 
male. The age range of the female employees was 27-52 and the 
male employee 37-47. All of those who took part hold specialist 
-
management roles. As suggested by Saunders et al (1997) the 
advantage of sending an introductory letter and by communicating in 
-
advance of the interviews taking place was that it increased the 
response rate and addressed any ethical concerns. This sample 
-
represented 40% of non-uniformed line managers and all managers 
who I asked to take part completed the interview. 
-~ The ethics of the research were also considered. Before the 
interviews took place, I sent a letter to those line managers and ~ 
members SMT participating explaining the purpose of the research. 
(See appendix 0 and E). It also explained how I was going to use 
, 
~ the information obtained, how it would be stored, that the answers 
from the questions will be published and informed them that would 
be given the chance to withdraw if they wanted at any point. It 
-
stated that all respondents would be given the opportunity to receive 
feedback on the information provided and a copy of the research 
II and gave the assurance of the anonymity of the information provided. It also asked for consent before the commencement of 
II 
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the interviews. I conducted all interviews in a confidential setting 
and gave a copy of the letter to the respondents prior to 
commencing the interview, reiterating the purpose of the research; 
informing them they could stop and withdraw from the project at any 
point during the interview. 
Other methods of data collection were considered and dismissed. 
Focus groups were considered as a time-effective way of gathering 
information, however, they were dismissed as they could lead to 
polarisation of opinions amongst respondents, employ social 
desirability bias, not allow for more in-depth exploration of individual 
thoughts and responses, participants may feel uncomfortable 
discussing quite personal issues as a group and therefore may be 
more reluctant in coming forward with their own feelings and the 
large quantity of data gathered may be hard to summarise and 
analyse. McCabe (1997) suggests several qualitative methods 
could be combined to avoid reliance on a single approach and 
would reduce potential bias and increase validity; however the multi 
method approach was rejected as the amount of data collected 
would have taken a long time to analyse and would not allow a 
singular in depth focus. Whilst it was accepted as a time-effective 
way of reaching a large number of participants, quantitative methods 
such as questionnaires or surveys were also rejected as limiting the 
in depth data that could be collected and that personal feelings and 
thoughts were not easily able to be captured. 
Different types of interviews were also considered. Structured 
interviews involve the interviewer using a predetermined, 
standardised set of interview questions that are asked in consistent 
sequence (Anderson 2009). The questions are mostly closed with a 
small number of open-ended questions to allow the interviewee to 
expand on certain points, but the emphasis is on easily quantifiable 
information. On this basis, it was not felt an appropriate method to 
use as the probing and free flowing element of the interview would 
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be compromised, thus providing the potential for important data to 
be missed. 
The analysis of the data was an integrated and iterative process and 
undertook an inductive approach to the enquiry. Verbatim accounts 
were recorded and transcribed. The process of transcribing allowed 
me to become acquainted with the data (Reissman 1993). 
Classifying the data into categories before it was analysed, putting it 
into groups of similar responses allowed the data to be workable, 
and coded by sentences and paragraphs, although some 
subjectivity will always remain (Cresswell 1994). The codes and 
categories were derived from the aims, objectives and research 
questions of the study. Evaluations of alternative explanations led 
to the formulation of conclusions on the basis of likelihood and 
plausibility. 
Validity is of primary importance in research (Merriam 1998; Glesne 
1999). The internal validity refers to the fact that the research 
findings are congruent with reality, and reflect what they are 
intended to evaluate (Merriam 1998). Merriam (1998) argues that 
"one of the assumptions underlying qualitative research is that 
reality is holistic, multidimensional, and ever-changing; it is not a 
single, fixed, objective phenomenon waiting to be discovered, 
observed, and measured as in quantitative research" (p. 202). 
Qualitative researchers must try to protect the research integrity and 
interpret what really happened objectively to overcome bias. The 
internal validity is considered throughout this research and to ensure 
the internal validity I used the following techniques: 
• 	 Member Checking. In this research, the interview transcripts 
were emailed back to each interviewee for their feedback to 
ensure that the data collected was objective and represented 
what they had said. 
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• 	 Thick Description. A large part of the data analysis comprised 
of this and this detailed description of the research data 
allows readers to enter the research context 
• 	 Peer Viewing and Oebriefing. Two fellow students reviewed 
and verified the data and interpretation of the notes to ensure 
a realistic record of the data was made 
Chapter 5: Analysis and discussion 
As discussed in Chapter 3, I was curious to find out how the 
organisation currently support its non-uniformed line managers' 
career development, in order to understand if the organisation is 
currently providing "good" career development these members of 
staff. This chapter presents the research findings and are based on 
the views of the non-uniformed line managers together with the 
views of some of the Senior Management Team within the 
organisation. 
The sample included individuals in a wide range of roles and at 
different "stages" of their careers as well as those with a variety of 
experiences of working for different organisations. Before 
proceeding with the analysis, I will mention that many of the 
respondent's accounts were contradictory. I interpret such 
contradictions as indications of the differing interpretation of career 
development, roles, life stages and line management styles. The 
categories that came from my analysis were: 
• 	 The meaning of 'career' and 'career development' 
• 	 Choosing one career 
• 	 Planning for one's career 
• 	 Career management 
• 	 Support from the organisation 
• 	 Line managers input 
• 	 The effect of the psychological contract 
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5.1 
• The effect of where one is in one's life stages 
• The influence of different structures 
• The feeling of being "stuck" 
• Career success 
• What "good" looks like 
The meaning of 'career' and 'career development'. 
As the secondary research has shown, the definition of career is a 
complex one and that people interpret it in different ways. With this 
particular topic, the findings varied considerably. As the 
respondents interviewed all held specialist roles, for most of the 
respondents, career was perceived to be a continuous movement 
within their chosen field of specialism: 
"An opportunity to progress within my chosen field of 
professionalism". 
Research suggests that career development often carries a strong 
overtone of upwards movement and promotion. Some respondents 
also described career in traditional terms, in progressing in linear 
stages as described by Super (1957) and Levinson (1978) with 
success being measured by performance and promotion (Hall 
1996). 
"To me it's promotion. Starting off in a role and moving into a higher 
role either within that organisation or another organisation. I see 
career development very much as a hierarchical move up that 
career ladder. " 
"An opportunity to progress to different levels or positions within the 
organisation that you are working within. Sometimes you progress 
in terms of developing more ofyour technical skills and sometimes 
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you could progress into more senior management roles. I see 
J career development and promotion as linked together - career 
progression is the driver to career development." 
On the other hand several respondents talked about career 
development in terms of self-satisfaction rather than linear 
progression: 
"Career development is very individualistic and to me it's achieving 
my fullest potential and gaining experiences outwards, extending my 
depth ofexpertise in my chosen field - it's not necessarily climbing 
the career ladder" 
This would fit with the theory that people look for environments that 
that allow them to express their attitudes and values, whilst using 
their skills and abilities and where they can be around others like 
them. Additionally, this could be attributed to the fact that the 
organisation is public sector and research has suggested that public 
sector employees are less motivated by external rewards such as 
promotion. Indeed, several of the respondents made a point in 
talking about previous employment roles within commercial/private 
sector organisations, where the focus was on profit, as not 
appealing to them and them wanting a career elsewhere. One 
respondent confirmed: 
"Career development has to be conducive with my personality and I 
need to be able to achieve personal satisfaction from work that is 
consistent with my morals and beliefs. I like the fact that I am 
making a difference!" 
However, the fact that other respondents talked about external 
rewards in terms of salary and promotion opportunities, would 
suggest that not all respondents have the motivations usually 
associated with public sector employees. 
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5.2 Choosing ones career•II 

.. 

By listening to the respondents describing what career meant to 
them, it was possible to see that people may be matched to an 
occupation that's a good fit. Parsons (1909) suggests individuals 
may perform best and their productivity is highest when they are in 
jobs best suited to their abilities and the respondents reported that 
they were at their most productive when: 
"I can do the job to the best of my ability and that I can get a good 
job done. I know that I can perform well so I have the confidence to 
give things ago which also means that I get job satisfaction" 
"I know that I am good at my job so I am confident in getting things 
done and done welf although I do recognise that there are always 
ways to improve 
Parsons also states that people choose their careers best when they 
have an understanding of their own individual aptitudes, interests 
and personal abilities and can relate them to the jobs available to 
them and the labour market itself. Some respondents appeared to 
have a reasonable appreciation of the local and to an extent the 
national job market, and were aware that to move forward they may 
have change and adapt to their circumstances. 
"you need to look at what you need to learn, then work out how you 
learn it, where do you go to get that learning, who's going to help 
you do that - do you stay with the organisation that you are at or do 
you move to somewhere else who you think will give you this" 
Although the sample respondents varied in length of service within 
the organisation, they also recognised that career to them was not 
just about their current organisation but also previous organisations 
where they had gained skills and experiences. Several saw these 
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different experiences as being important to why they had chosen to 
work for the organisation: 
"/ wanted to work for an organisation where I could use my skills and 
•IJ 
• 
experience that I had gained elsewhere. My career is imporlant to 
me and I appreciate that I may need to move from one organisation 
to another to gain the experience that I need to fulfil my plan" 
Some also appeared to have a good understanding of their own 
individual traits and so were able to make informed occupational 
decisions: 
"I know what I like dOing and what I enjoy. / a/so know what / am 
capable of and where I am not so good! Luckily' managed to find a 
job where I can combine what I like doing and get paid for it. llike 
helping others and working with people so this profession is ideal for 
me" 
"You need to choose a career that suits your skills and acknowledge 
your strengths and weakness and then develop these into where 
you want to go" 
In addition several who held professional qualifications, reported 
that they had made an informed decision to stay and progress within 
their chosen profession: 
"Once I realised I was good at this and it was something that I 
enjoyed, I wanted to be the best and be recognised and rewarded 
for being a professional. Whilst I knew it was going to be a long, 
hard slog, I also knew that I would be respected by my peers and 
future employers for doing this and it would bring me long term 
gains. At the end of the day, it was something I wanted to do for 
me" 
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5.3 Planning for one's career 
In line with the secondary research, I wanted to understand how the 
individual respondents planned and implemented their own career 
goals. Many researchers argue that career management and 
development requires initiative from both individuals as well as 
organisations. Several respondents agreed with this: 
"I think I take ownership ofmy own career development. I don't rely 
on an organisation to do this. I think they can support me but it's 
really down to me." 
"You do your own career development. You have your game plan 
and there needs to be a supportive employer guiding your career, 
whether it is by coaching or training. You want your employer to 
recognise your skills and give you the opportunities to develop". 
Although most of the respondents openly acknowledged that they 
needed to take personal control over their career, very few had any 
real clarity on what these plans would involve. When talking about 
how they came to be in their chosen career, some described the 
route they had taken as being "by pure accidenf' whilst others 
commented that 
"I didn't really select the role for anything other than I fancied the 
look of it. I thought it matched my skills and experience so went for 
it. " 
"When I started here the position was so niche I didn't have any 
over bearing requirements of the role or career development. I was 
coming in to do the job well and go again - I was looking quite short 
term to gain experience and then move on to the next role. " 
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Whilst there seemed to be mixed views on deciding on certain 
career paths, what appeared to be consistent was planning for their 
careers: 
"When joined I didn't have a formal plan. I was fed up in my 
previous role and saw the job advertised. I still don't really know 
what I want for the role after this one. I don't have a master plan." 
Indeed, many of the respondents interviewed seemed to have little 
appetite for planning ahead with one newly promoted respondent 
reflecting: 
"I probably do have a plan which has changed over time. When I 
first joined the organisation I came in as a specialist but have 
progressed into a management role. I need to have a re-think now 
as I have taken a step up the ladder and I was focused on this so J 
need to now think what/where next. 
"To be honest I haven't really given this much thought as I am just 
getting on with the job. I guess whilst I am enjoying it and feeling 
challenged I'm not really thinking about that next move. " 
When discussing further with the respondents how they felt that their 
career had progressed either within this organisation or another 
previous employer, many felt that: 
"My career had just evolved. I can't say I had an actual plan. 
guess I was just in the right place at the right time." 
Whilst many of the line respondents interviewed spoke of career 
development and career progression, what appeared to be constant 
was that very little planning was carried out, even on a semi-regular 
basis and there were very few that had either formal or informal 
career plans or in fact clear career goals. There could be a number 
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of reasons for this including the motivations of those who work 
within the public sector or it could be influenced by where the 
respondents are in their life cycle. 
5.4 Career management 
According to Hall and Associates (1986) and Martin et al (2001) 
career management can be seen to be a collaboration between 
organisations and employees, where organisations attempt to match 
individual employee interests and capabilities with organisational 
opportunities, through a planned programme encompassing a 
variety of activities such as job rotations, career systems and other 
management tools. It was therefore important to understand how 
CFRS designed and implemented their career development 
programmes for non-uniformed line managers. From my 
investigation several respondents seemed to feel that the 
organisation had no career development programmes in place for 
them: 
"There doesn't appear to be any structured career development and 
I would like to see an opportunity for people to use their breadth of 
skills and experience. Just because you are in one role doesn't 
mean that you can't do another." 
In addition, where they were development programmes for non­
uniformed line managers, it appears that many of the respondents 
did not think that the organisation had matched their skills and 
aspirations when designing them: 
"They don't consider non-uniformed managers. The leadership and 
management development programme (LMDP) wasn't aimed at us, 
it was aimed at those uniformed managers who are less comfortable 
and less competent managers. This just highlighted to me that 
there are 2 different levels within the organisation between the 
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uniformed and non-uniformed. They need to understand that our 
development is different; we are starting from a different place. 
Non-uniformed staff have naturally more skills but it was aimed at 
the "mass" of uniforms. They need to provide less structured one off 
programmes, rather than a 'sheep dip' approach and provide us with 
on the job stretching and learning as individuals. " 
"I think it's been a waste of time [LMDP] but I suppose they have 
made some sort of effort to develop us. Trouble was, it was mainly 
focused and aimed at uniform. They don't seem to realise that most 
of us already have those skills and that they need to enhance them 
on a different level." 
5.5 Support from the organisation for career development 
According to the secondary research, organisational support 
comprises of both formal strategies such as career planning and 
training, and informal support such as mentoring, coaching and 
networking opportunities (Hall 2002; London 1988). I was therefore 
interested in the respondent's views of how they thought the 
organisation currently supported their career development. This 
theme was one of the largest mentioned by the respondents who 
had mixed views. Several respondents indicated that they had had 
little support stating: 
"I don't feel that I have had any career development." 
"/ was in a position where I had to manage a department with no 
management experience and I could have done with that support." 
"I don't feel they have supported me very well but perhaps I haven't 
asked. I see a lot of it as my responsibility as I recognise the 
organisation isn't going to do it." 
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"Even areas where I felt development was needed, I had to go and 
seek it. Even when it was clear that I needed support it wasn't 
offered. " 
From my investigations, most respondents felt that they always had 
to approach the organisation to obtain any form of development. 
Some respondents reflected that they had some organisational 
support for their career development in terms of courses, and that 
the organisation was quite happy to fund courses for them. 
However, they appeared to feel that this was not about career 
development from an organisational perspective and that the 
organisation was not then making best use of their new skills: 
"The organisation has supported me financially as they have paid for 
my course, however, from a practical point of view I haven't really 
been given the opportunity to apply what I have learnt. The SeNice 
just seems happy to pigeon hole you. This doesn't make sense to 
me, especially from a commercial prospective. I can put it on my CV 
though which is good, so I can get another job!" 
When considering promotion as a form of career development, the 
majority of respondents indicated that they didn't consider this to be 
support from the organisation explaining: 
"No that was a needs must move by the organisation, nothing to do 
with my career development. It was more by luck than judgement. 
I'm a lucky victim of circumstance as there was an opportunity, they 
didn't plan that though." 
"I know I was promoted to a management role and I will/earn from it 
what I can, but I don't feel that this is something that the 
organisation has supported me with from a career development 
point of view. It was circumstance." 
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As Maher (2009) suggests, areas where management can support 
employee development within their organisation include offering 
training in new skills and knowledge, developing and implementing 
continuous learning, and developing cross team and cross boundary 
learning. Many of the respondents picked up on these areas: 
"The organisation needs to think about introducing more lateral 
moves. I was interested in the recent management job but it wasn't 
published and when I asked, I hadn't even been considered as I was 
in a specialist role. They didn't consider that I might have liked to 
move sideways to develop other skills. No one really knows what 
my previous career history was either and my manager has never 
asked what my career aspirations are. " 
"The organisation has no concept of lateral development and how 
this would help with my role. Being able to learn about other parts 
of the organisation would have been a huge help." 
Several respondents also indicated that the organisation needed to 
decide whether or not that they wanted to develop the non­
uniformed personnel: 
"They need to consider if they want to develop our breadth and 
depth of expertise, as they would be effectively developing us out as 
there is nowhere for us to go. That's fine so long as it's a conscious 
decision but there is a risk to the organisation by doing this." 
"They need to be honest with us. We know there is a difference 
between how the uniformed and non-uniformed staff are valued 
within the organisation, but by being honest we could manage our 
expectations better. JJ 
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It was important for me to understand how the organisation viewed 
this point and one respondent from the Senior Management Team 
explained: 
"We are not deliberately ignoring support staff although I appreciate 
they may feel like that. The majority of our staff are operational so 
naturally this has always been the focus. Interesting we are now 
having conversations on talent management and career 
development but the focus is on uniformed, they automatically think 
uniformed, so we need to work on that. I think that we are getting 
there in terms of talent management and are getting a group 
together to look at this. I do acknowledge that the biggest influencer 
in terms of career development for non-uniformed staff seems to be 
circumstance and the business need at the time, it's not really 
planned. But it is accepted that we have some talented people in 
support (non-uniformed) and that they drive the organisation. 
Having said that in one breath, there isn't the follow up in terms of 
any development or opportunities. I also appreciate there is a lot of 
closed door conversation's, we do need to work on that too. I would 
like to see the proposals and ideas coming into practice. Its lacking 
in anything formalised." 
However another respondent indicated: 
"SMT's hands are tied. There is only so much that can be done to 
develop non-uniformed staff. It's easier to recruit into these posts so 
easier to fill shoes and roles. I think we have to accept that we can't 
develop everyone to stay within the organisation, so we fully accept 
that we could develop them for them to leave. I don't have a 
problem with that, although Jam not sure that is supported by my 
colleagues. " 
From the investigation with the Senior Management Team there 
appeared to be that there was a considerable amount of uncertainty 
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surrounding how they felt the organisation could best support the 
career development of non-uniformed managers. 
5.6 Line managers input 
At the beginning of the research, the amount of influence a line 
manager would and could have on career development was not fully 
considered. However, it was clear from my investigation that line 
manager's involvement was a major influence on the way the 
respondents viewed their career development within the 
organisation. This theme was the largest in the case study. The 
CIPD in an executive briefing (2011) suggested that in order to 
deliver effective career management, both senior and line managers 
needed to be involved in the process. Their view and one that is 
widely supported by academics, is that the key relationship in the 
career management framework is that between employee and line 
manager. From my investigation it appears that most respondents 
support that view: 
"/ think a line manager can have a strong influence in career 
development. I develop my own staff all the time giving them 
confidence to learn more skills and do the job more effectively." 
I was surprised the majority of respondents reported that their line 
managers did not have regular discussions with them regarding their 
career aspirations and what development might help them achieve 
these goals: 
"I don't have regular discussion regarding career development. My 
line manager took a stab in the dark and asked me if I wanted to go 
on a particular course 'as part of my development'. They didn't give 
a thought to the relevance of the course and no discussion took 
place regarding what benefit going on the course would bring to 
either me or the organisation. I suppose it was something though." 
- 61 ­
Many respondents reported having a discussion at appraisal time; 
however saw this merely as task that had to be completed rather 
than as a meaningful discussion: 
"We have a discussion at appraisal times, 3 or 4 things are put on 
the sheet and never visited again. It's just a box ticking exercise. 
know that sounds harsh but it's true." 
It also appears that the lack of understanding of job roles by line 
managers both uniformed and non-uniformed is not helping: 
"Here, there have never been any discussions about if had 
aspirations. As I don't work in the operational side they have no 
understanding of what skills and experience I have that could be 
used elsewhere in the organisation. " 
"There is a lack of recognition of skills and experience that you bring 
from outside and they don't recognise the benefits these can bring. 
I suppose it's probably as my line manager doesn't have that in 
depth knowledge of what I do. " 
"I don't get any feedback on the professional element of my role as 
my line manager has no experience of what I do. This makes career 
development discussions harder, resulting in no personal 
development plan being put in place." 
From the investigation it also appears that the line managers do not 
engage in two way dialogue, with many respondents indicating that 
it is them making the approaches and suggestions: 
"Some open dialogue with anybody would be useful! Even with the 
annual appraisal a lot of emphasis is placed on you and what you 
want. What I really want to say is 'you are managing me, do you not 
have a vision of what you think I could do and how to develop me?'" 
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Line management support as a driver of engagement was picked up 
in the literature and is also given weight in my investigation with 
several respondents commenting: 
"It can be demotivating if your career is not being taken seriously." 
Only one respondent appeared to report positively on their line 
managers input into their career development: 
"I think I have progressed well and this is down to the individual I 
have been working for. My line manager has been developing me 
and it does get mentioned in my one to one. Once they see I have 
mastered something and am doing well, they will give me more as 
they know what motivates me and they understand that I need to be 
challenged. They give me opportunities for growth and more 
responsibility. " 
It appears that line managers are expected to playa key part in 
delivering any career support on offer. My investigation seems to 
show that the line manager's lack of skill in this area is acting as a 
barrier to effective career management. 
5.7 The effect of the psychological contract 
Secondary research has shown that job security linked to an 
interesting, challenging job with access to career opportunities and a 
supportive line manager, provides the basis for an engaged and 
productive workforce. From the primary research it appeared that 
many of the respondents were not currently fully engaged and 
acknowledge that this may be affecting their performance: 
"I am looking for an opportunity to develop my role but it's not 
around getting a pay rise or promotion. If I don't get that then I 
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would look somewhere else to get the exposure and support. I am 
dis-engaged with the organisation at the moment." 
This theme of feeling valued seemed to be supported by most of the 
respondents and that this makes a big difference to their 
commitment and engagement with the organisation: 
"It goes in waves but I am not 100% committed. I can't be as I keep 
looking to see what the outside world has to offer by way ofjobs. I 
know that I am not as motivated as I should be but I don't feel 
particularly valued at the moment." 
"If an organisation is seen to be developing you, you feel that people 
more senior than you value your input and therefore value you. I 
think this makes you far more committed to that organisation." 
It appears therefore that an organisation that provides support for 
employee career development, creates a positive and supportive 
image of the organisation to the employees, which in turn can 
positively impact on performance and productivity as well as staff 
turnover. 
5.8 The effect of where one is in one's life stages 
It appeared from talking to the respondents, that where they were in 
their life stage had a significant influence on their career strategies. 
During the interviews, several respondents talked about their career 
aspirations at different points in their lives in terms of a chronological 
order. When interviewing those respondents who had longer tenure 
in their career but would also be described by Super (1988) as in the 
stage of "maintenance", it became apparent that although there was 
evidence of continual adjustment to improve their position, this had 
been achieved by taking on more responsibility, even though they 
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were planning already for an early retirement and they tended to talk 
more in terms of respect and self-belief: 
"I think the stage of life has definitely affected my career. A few 
years ago I felt that I had achieved what I wanted to achieve. I felt 
respected and recognised for my input and work and I realised' 
hadn't got anything to prove anymore, I wanted to be the best at 
what I do which is one ofmy personal drivers. 
On the other hand those respondents who would be described by 
Super (1988) as in the "establishment" stage, suggest other factors 
including gender and wanting a different work life balance may 
substantially influence career choices and career development. A 
fairly senior respondent proposed that the stage in their life: 
"Has definitely influenced my career aspirations as I decided to have 
children. I have put my career on hold as I want to take time to 
concentrate on my family. I have been wondering if by me taking 
time out and then working part time, has affected my career 
development and I would have to say that yes it definitely has, 
although I am disappointed to admit it." 
Another respondent who had previously worked within a large 
organisation told: 
"Career success can be defined by the point I am in my life- cycle. 
Working part-time in my previous organisation definitely hindered 
my career development. It was set out in black and white to me 
when the HR Director told me 'part-time workers are a waste of 
space!'" 
Whereas a further respondent reported: 
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"I'm not sure about my career now. I did want to progress up to the 
next level but now I am influenced by having a family and my 
priorities have changed. " 
However, when talking about career and career development with 
other respondents who would also be considered to be in the same 
stage, their focus appeared to be on building up their skills and 
experience, developing new skills and identifying new tasks to work 
on, which is normally associated with the "maintenance" stage. One 
respondent described this as: 
"A constant need to develop - it's that continuous development that 
appeals to who I am as a person as I can get bored and easily de­
motivated. " 
Furthermore, those respondents with this focus also appeared to be 
ambitious and wanting further hierarchical advancement and didn't 
consider lateral moves to consolidate and enhance learning as 
career development. 
.. ~. 
These findings would support the research which suggests that 
individuals have different expectations of career development at 
different points in their career. However, it also suggests that 
variables such as gender and work life balance impact on these 
stages as for example those male respondents interviewed did not 
report the same influences as female. Researchers such as 
Sullivan et al (2009) found that younger workers have higher 
demand for work-life balance but this was not supported by these 
respondents. External influences such as family commitments or 
priorities seemed to have more impact on career development than 
age itself. 
5.9 The influence of different structures 
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From understanding the difference between the uniformed and non­
uniformed structures within the organisation, I was curious to see if 
the respondents thought this had any bearing on how the 
organisation developed their careers. This difference in structure 
was apparent from the dialogue, in terms of how the respondents 
viewed their career development compared to that of the uniformed 
staff: 
"The organisation is focussed on the operational side of career 
development and progression. I think that's partly because that's 
where most of the staff are, but also because that is what they know 
as they have come up through the ranks themselves." 
"I don't get the same level of career development as I don't wear a 
uniform, so they don't really understand or value what I do." 
Several respondents also indicated that they accepted the fact that 
career development was predominantly for that of their uniformed 
colleagues: 
"When I joined I didn't expect much career development. It was 
clear that the hierarchical organisation and the opportunities to 
progress were for the uniformed staff and the view was that if the 
non-uniformed side wanted development, they had to get it outside. 
If they wanted promotion this would also be outside the 
organisation. " 
Several respondents suggested that how the organisation was 
structured internally was also affecting their career development: 
"I think the directorates restrict career development. Most senior 
respondents only look within their own directorates and aren't really 
aware of the skill sets of those respondents who don't work in their 
areas." 
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From my investigation it appears that the type of structure of an 
organisation and indeed, in this case the flatter structure, has some 
bearing on the perception of those individuals working within it. One 
respondent surmised that: 
"I think there is something to be said about hierarchy. I think it helps 
that you can work your way up and you can plan towards that. With 
the uniformed side of the organisation, the hierarchical structure 
allows for career development and a move up the ladder." 
This recognition of how the flat structure appeared to be restricting 
career development for non-uniformed line managers was highlight 
by several respondents who commented: 
"In my opinion as there is no people strategy, the organisation does 
not have awareness or the structures and processes in place to help 
facilitate lateral career development but I think it could. J1 
1'1 know that the nature of my job role is an area ofexpertise but I 
don't feel the organisation necessarily thinks about or supports 
those opportunities to move laterally." 
However, not all respondents seemed to think that lateral career 
development was the answer: 
"I think the non-uniformed side of the organisation is too small to 
have job rotation. I just can't see how it would work as we all hold 
specialist posts which require a certain level of skill, experience and 
expertise. How could you realistically move someone around?" 
In addition some respondents seemed to see lateral moves as 
negative, acknowledging: 
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"I know that it will arm me with a different skill set which I know will 
benefit me in some ways but it doesn't offer the upwards 
progression in the organisation, nor does it make me more saleable 
outside. II 
5.10 The feeling of being "stuck" 
The "career plateau" was not a specific area that I was 
concentrating on originally in my investigation; however, it was a 
reoccurring theme for the respondents therefore is included in my 
findings. Several respondents used the word "stuck" to describe 
how they were feeling however; their views on how that affected 
them were mixed. Some respondents reported that they didn't feel 
as if they were stagnating: 
"I don't feel stuck. There lots of change so there is the potential for 
doing different things which will give me personal development. 
Those unknowns keep me interested and motivated. I don't see it 
as "dead man's shoes" but up skilling myself for the challenges here 
rather than somewhere else." 
Whist other respondents commented: 
"There is nowhere to go now; it's a closed door completely. I feel 
'stuck'. I can't move laterally as I won't really gain anything. I 
suppose they could expand my role but I just really can't take on any 
more and they won't take anything away to enable this. I know I've 
been involved in project roles which are cross departmental but I 
don't really see how this has a bearing on my role and what I want 
to do." 
"I feel 'stuck' now but I guess this aI/ depends on how you view 
career progression. For me, I need to be able to move up and there 
is nowhere for me to go. II 
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Another area that I hadn't considered in my initial research which 
came up here, was how reporting into a uniformed line manager 
would affect career development. Several respondents suggested 
that this was also a reason for feeling "stuck": 
"1 have enjoyed my time here and in terms ofprogress, I have 
moved into a managerial role but in terms of the structure, I have 
now hit a bit of a ceiling. By reporting to a uniformed line manager 
there is now nowhere to go." 
These feelings of being stuck appeared to correlate with the 
respondents need to progress up a career ladder and their feelings 
of success being seen in terms of hierarchical progression. Several 
respondents acknowledged the fact that they would have to leave 
the organisation in order to "un-stick" their careers; however, there 
seemed no real appetite to actually do this? 
5.11 Career Success 
When talking to the respondents regarding their understanding of 
career development, they all made a link straight to career success. 
This would seem to support the research that suggests that part of 
the outcome of career development, must be career success as 
seen by both the employee and organisation. Respondents talked 
about career success having to do with three distinct organisational 
dependent outcomes: promotion, recognition/appreciation and peer 
respect. Several respondents appeared to be focused on obtaining 
recognition, appreciation and support from either the organisation or 
from specific leaders within it: 
"Career success is doing the best job I can and then having it 
recognised and valued by the organisation." 
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1 
"I like to know that the results ofmy hard work are appreciated and 
valued as this gives me a sense of achievement and a sense of 
being important. " 
This was somewhat contradictory to earlier themes where extrinsic 
rewards didn't appear to be high on the agenda for these public 
sector respondents. 
The other area that the respondents seemed to measure as 
success, was the perception of others in term of adding value to the 
organisation: 
"Sometimes I care too much about what other people think of me 
which can put pressure on me. However, it is really important that I 
am perceived to be a professional and someone who is good at their 
job. " 
Hall and Chandler (2005) suggested that career success was largely 
defined by promotion and rank. Several respondents talked about 
career success as objective (Seibert and Kraimer 2001) and 
referred to career success as correlating to outcomes such as 
status, promotion or salary: 
"To me I have really succeeded in a role when I am offered an 
opportunity for that next step on the ladder. In my eyes, promotion 
will always be the reward for good career performance." 
"It's about moving up the ladder. I want to be a director but I know I 
need to take incremental steps. Career success means I have my 
own office with my name on the door. I would have close working 
relationships with senior people in the organisation who respected 
my advice and acted on it. I would be given responsibilities for 
starting initiatives with a financial element attached and an 
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opportunity to play squash!! As you can probably deduct, status is 
one ofmy definitions of success, as well as being well respected." 
In contrast the other respondents referred to career success in a 
subjective manner and referred to individual evaluation of their 
career progress and anticipated outcomes, in relation to their own 
goals and aspirations (Seibert and Kramer 2001) where the criterion 
is internal rather than external with outcomes such as new skills, 
work-life balance, challenge and purpose (Attacker and Garwood 
1988). One respondent comments: 
"It does mean progress up the ladder but I don't know if that's to the 
top. I haven't quite worked out where the step will be. I want a 
better work life balance. I don't want to be working over the 
weekends for ever! " 
Whilst other respondents explain: 
"I'm not particularly influenced by hierarchical progression; it's more 
about me having a sense of being happy in the job and achieving 
and having positive feedback from colleagues. Success has always 
been about challenge, stretch and wanting to come to work. It's 
what a difference I can make." 
'To me success is doing an excellent job for the organisation. It isn't 
all about money. I would expect to be paid for the role I am doing 
but to me it is all about what I am delivering." 
From my investigation these more subjective measures of career 
success would indicate the influence of the intrinsic rewards often 
associated with public sector workers, although this contradicts the 
view of many of the respondents who appeared to associate career 
development with career progression in a linear sense. Using 
conventional measures of career success, I was surprised to find 
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that in the interviews, the majority of line respondents still ultimately 
rated success as promotion, rank or status. 
5.12 What "good" looks like? 
Whilst the respondents were mixed in their views of organisational 
support, it was important for me to benchmark what their views were 
of the current arrangements against what in their minds, "good" 
career development looked like. I therefore asked a specific 
question on what "good" looked like to them. In line with the findings 
of a recent CIPD report, for the majority of respondents, the line 
manager seemed to be the biggest influence on what they 
considered as "good" career development: 
"Having appraisals and personal development plans and a good line 
manager who is genuinely interested in developing someone, even 
if means that person leaving the organisation or wanting their job!" 
"Good career development would be a line manager talking the time 
to get to know me and therefore us having a joint vision of where I 
was going or could go. By understanding my own individual goals, 
they could be put together with what the organisation can offer, in 
order to come up with a plan on how this can be achieved. " 
"It needs to be structured not just a quick chat at appraisal time. 
There needs to be proper exploration of opportunities. There should 
be regular discussions like in the one to ones, not just requests for 
training courses. Career aspirations need to be talked about and 
then followed up. There should be opportunities that you can 
present to them and them to you. 11 
Another area that was highlighted as "good" by the majority of 
respondents was that the organisation should provide the 
opportunities to support career aspirations by: 
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I 
"Being given the opportunities to expand your knowledge of an 
organisation and work in different areas and by expandingI responsibilities, so that you can gradually move up the ladder." 
II Many of the respondents also appeared to view "good" as the 
organisation recognising their skills and experience and II acknowledging where best these could be utilised. 
I 
I "I would like them to recognise that I have more to offer and to let 
me have the opportunities to use the skills and experience that I 
have gained from outside of the organisation. " 
Some of the aspects of the psychological contract were also 
- appeared evident when the respondents were talking about "good", I in particular the feeling that the organisation valued them: 
I 
I 
"If an organisation is seen to be developing you, you feel that people 
more senior than you value your input and therefore value you. 
think this makes you far more committed to that organisation." 
I The respondent's views in this area appeared fairly consistent and 
I focused around line management, organisational support and the organisation recognising and valuing them, by providing 
II opportunities for development which in turn allowed success. 
" II 
" ill 

I
~t, 
I " 
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Chapter 6: Summary of the research and recommendations 
I wanted to explore the organisation's current career development 
arrangements for its non-uniformed line managers and how these 
staff members viewed them. In addition I sought to understand what 
constituted "good" career development and whether the organisation 
was currently providing this. I also sought to understand whether by 
investing in career development for non-uniformed line managers, 
would bring tangible benefits to both the organisation and the line 
managers. The summary therefore covers: 
• 	 What the strategy is regarding career development of 
non-uniformed line managers and how the organisation 
currently supports them 
• 	 What constitutes "good" support for career development 
and whether the organisation is presently providing this 
• 	 What the tangible benefits to both the organisation and its 
non-uniformed line managers and possible actions in 
order to achieve this 
In addition it looks at the limitations of the report and suggested 
areas for future research. 
One of the objectives of the research was to understand how the 
organisation supports its non-uniformed line managers' career 
development and what, from an organisation perspective, the 
strategy currently is regarding their career development. According 
to Gutteridge (1986), employers are motivated to establish career 
development programmes because such programmes are seen as 
an effective response to various personnel problems, because top 
managers prefer to promote existing employees, to ensure a good fit 
between the work and the worker and because employees have 
expressed interest in career development as a benefit. Above all 
"most organisations adopt career development programs in 
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response to pragmatic human resource concerns and because they 
believe it will help ensure a continued supply of qualified talented 
personnel" (Gutteridge 1986 P 58). However, whilst career 
development can be seen as essential for developing and sustaining 
organisations in the long-term, effective career development is often 
overlooked. I had a hunch that the Senior Management Team did 
not have any real thoughts on career development for the non­
uniformed line managers, as they didn't see any real value in 
developing them. This appeared partly supported by the findings, in 
so much that they did not have any strategies in place, nor 
historically had any real desire to develop these line managers. 
However, I was surprised to find that career development for non­
uniformed line managers and staff in general, was being discussed 
at a senior level, with a certain level of commitment already in place 
to try and develop a strategy. It was acknowledged that they did 
"talk a lot" and that they now need to put into practice the proposals 
and ideas in a more formalised way but there appeared to be 
acceptance that the non-uniformed managers were important to the 
organisation and whilst they may ultimately leave to pursue careers 
elsewhere, if the organisation wanted to retain some of the talent in 
order to meet organisational needs, it needed to provide real career 
development opportunities. The challenge will be formulating a 
consistent, collaborative and proactive approach to managing 
careers of these individuals in order to meet a clear organisational 
need. 
One of the other objectives was to understand what constitutes 
"good" support for career development by employing secondary 
research methods, in order to identify if the organisation is presently 
providing "good" support. In addition I wanted to seek the views of 
the non-uniformed line managers on what support they feel they get 
in relation to their career development within the organisation, and 
whether they feel this is "good". The secondary research 
acknowledged a number of areas which were considered to 
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constitute "good" including: career planning, career management, 
career satisfaction, organisational support and line management 
support. It also recognised a number of areas that could influence 
"good" such as: the effect of the psychological contract, flatter 
structured organisations, plateauing careers, life stages and the 
extrinsic versus intrinsic motivational influences apparent in public 
sector workers. Whilst there appeared to be limited evidence 
supporting all of these areas, several themes were apparent. For 
example career planning amongst the respondents appeared to be 
very low. Most of the respondents indicated little or no career 
planning, suggesting that their roles had evolved through 
circumstance rather than formal planning. However, one of the 
major themes to emerge from the primary research was the 
influence of the line manager on an individual's career development. 
The majority of respondents reported having either no or no regular 
discussions with their line manager in terms of their career 
aspirations and how to develop these. The respondents appeared 
to feel quite passionate, that the line managers should playa bigger 
part in their career development. They appeared to want more input 
from their line managers, and to work with them to understand what 
their individual strengths and weaknesses were, and then to suggest 
ways and facilitate opportunities to develop these. However, the 
lack of line management engagement could be down to a lack of 
competency and skill in talking about career development as there 
was no evidence of any training in this area or indeed any focus on 
embedding this within the normal performance management 
structure. 
Another theme that arose which influenced the respondent's view of 
what constituted "good" was organisational support for their 
development. London (1988) contends that organisational support 
comprises both formal strategies such as career planning, and 
training and informal support such as mentoring, coaching and 
networking opportunities. Other researchers argue that career 
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management requires initiative from both individuals as well as 
organisations in order to offer the greatest benefit for both. Whilst 
the primary research provided evidence of where the respondents 
appeared to have shown initiative and ownership for their career 
development by requesting various forms of training and 
development activities, other than financial assistance it seems that 
there are no formal or informal strategies in place from an 
organisational perspective. It could be argued that due to the flatter 
.~ 	 structure of the organisation, vertical career progression is harder to 
~ 
i 
implement, however, there is the option to look at alternative lateral 
career progression and development. This would help to reduce the 
I 
feelings of many respondents that their careers were "stuck". From 
the primary research it also appears that the current directorate 
structure is somewhat of a hindrance in terms of cross directorate 
J 	 collaboration and this is an area that the organisation needs to consider when developing career development strategies. Many 
respondents cited the differences for career development 
opportunities and indeed career development generally in the
-
separate directorates. II 
The literature further suggests that career management can be seen ~ 	 to be collaboration between organisations and employees, where 
organisations attempt to match individual employee interests and 
capabilities with organisational opportunities, through a planned 
-~ programme encompassing a variety of activities such as job rotations, career systems and other management tools, (Hall and 
,
~ 
Associates, 1986; Martin et aI2001). The primary research would 
r indicate that this critical part of organisational support and 
management is missing.~ 
One of the largest influences on the individual's perspective of 
"good" career development appeared to be where they were in their ~ 
\ 	
life stage. Career aspirations and visions of career success varied 
between respondents depending upon whether they were at the 
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establishment or maintenance stages as defined by Super (1957). 
IA However, unlike Super's theory, they appeared to follow a 
chronological order but were not specifically age related; rather they 
appeared to be influenced by external factors such as family
- commitments and priorities. 
- Based on the findings in this report, the tangible benefits to both the 
organisation and its employees are quite clear. Indeed, the 
- literature suggests that organisations that invest in career 
management are more likely to increase employee's job satisfaction f 
and therefore engagement and performance. The respondents 
appeared to support this, indicating that feeling valued and 
supported in their career was a positive influence on whether they 
felt committed and engaged to the organisation. In addition to 
benefiting the employees, the positive organisational outcomes 
include growing scare skills, deploying existing skills more flexibly 
and motivating employees. 
In 	light of the findings 1would therefore suggest that future actions 
for the organisation should include: 
• 	 Designing and implementing a people strategy, including a 
programme of activities for career development. This would 
enhance the psychological contract providing a sense of 
value, commitment and engagement thus enhancing 

productivity and performance. 

The re-structuring of the non-uniformed support services so
• 
that they sit in one directorate. This would alleviate some of 
the cross boundary issues that have been identified and allow I 
for the organisation to introduce forms of lateral career 

development. 

Considering other forms of career development as suggested 

by Hall (1985) such as: 
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III Introducing polices facilitating lateral or cross functional 
moves. 
III introducing formal mentoring and coaching schemes to 
enable individuals to have someone to one development 
away from the more formal training courses and their 
line manager. 
III Creating more project type role to create flexibility and 
information sharing and allow for line managers to gain 
more broad based experiences. 
III Facilitating secondments as a cost effective way of 
allowing new learning and providing challenge. 
III Investigating the opportunity for reciprocal external 
secondments with either partner agencies or other 
suitable employers. This would allow skills and 
knowledge sharing together with the opportunity to seek 
out best practice within other organisations with a view 
to bringing it back to implement within the organisation. 
• 	 Up-skilling and training managers in order that they can play 
an effective part in employee development. 
• 	 Encouraging employees to have informal as well as formal 
career discussions with a range of people who could help 
them. 
It should be noted that this research has limitations which are 
related to sample size and the analysis. Providing detailed 
qualitative analysis on one organisation has the principle drawback 
of non-generalizability. The interpretation of the results, therefore, 
has to be careful and context sensitive. In addition the research 
was conducted by one person therefore could also be seen to have 
bias. Furthermore, the sample selected was quite small and 
although representative of the total number of non-uniformed line 
managers within the organisation, was mostly made up of women, 
who it could be argued held a different view point to their male 
counterparts. However, the emerging rich data was the basis for a 
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number of consistent themes that may help other researchers to 
formulate topics and areas to explore. 
On reflection, the decision to conduct qualitative semi-structured 
interviews worked well, as it gave the respondents an opportunity to 
talk openly about their feelings and allowed for them to take the 
conversation in a way that they wanted to. On occasions this did 
lead to information being given that was not directly relevant to the 
research, however, this helped contextualise some of their feelings 
and allowed them to feel that I was interested in what they had to 
say. All of the respondents appeared to be honest with me and this 
made me challenge some of my preconceptions. For example, I 
had suspected that a certain senior manager had regular 
discussions with their staff regarding their career development, as 
some had indeed been either promoted or given wider remits and 
more responsibility within their existing roles. However, when 
discussing their views on line management input into their career 
development, all of these respondents confirmed that they did not 
have regular career development discussions and that they felt that 
their enhanced job roles were more to do with circumstance than 
career development. What didn't work as well as it could have done 
was the sample of the senior management team. I had chosen the 
sample as they were non-uniformed, however, in hindsight it would 
have been interesting to interview the uniformed members, in order 
to see if there views differed to that of their non-uniformed 
counterparts. 
In order to enhance the research further, future research should 
include case studies with other Fire and Rescue Services to 
understand whether the findings in this research are representative 
generally of career development for non-uniformed line managers 
within the support services, or whether it is organisation specific. 
Furthermore, to provide triangulation it would be beneficial to 
conduct a case study within both a flat structured private sector and 
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• 
a third sector organisation, to consider whether some of the findings 
can be specifically attributed to the public sector or whether it is flat 
• 
structures in general. 
I•
• 
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Appendix B - Interview Guide for Line Managers 
Introduction 
Thank you for taking the time out to talk to me today. The purpose of 
today's session is for me to understand your thoughts and feelings with 
regards to the topic' am researching for my dissertation. 
Whilst any information that you give me will be posted anonymously to 
protect your identity and maintain confidentiality, you need to be aware 
that the answers from the questions I ask you will be published. The 
data will be stored in accordance with the Data Protection Act. The 
computer used to store and write up the information, is password 
protected to ensure no one else has access to the information and is 
used solely by me. You will be given the opportunity to receive 
feedback on the information you have provided and a copy of the 
research if you would like. You can stop and withdraw from the 
process at any point. To avoid me having to spend the whole time 
writing notes, I would like to record the interview to transcribe 
afterwards. The tape will then be wiped. Would you be happy for me i 	 to do this? 
r 	 I have a sheet here which I need you to sign please, to confirm that 

give permission for the data I am about to collect can be stored and 
I 	 used in the project. 

I 
 Have you any questions? Are you happy to proceed? 

I 	 Context and overview of subject 
I 
As you are aware, my dissertation concerns the career development of 
line managers within a public sector organisation, specifically within 
CFRS. 
I Part of my role as recruitment manager involves the management of 
staff from the attraction and recruitment stages through to how we 
retain them and by doing so what opportunities we can offer to staff. 
, -	
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Whilst career development is highly visible for uniformed line 
managers, I am interested in how the organisation currently supports its 
non-uniformed line manager's career development and as such what 
you as non-uniformed line managers think of the current arrangements 
for your career development. In addition I would like to understand how 
you feel the organisation supports you with your career development 
and what constitutes "good" career development to you. 
Finally I am interested in whether investing in career development 
would bring tangible benefits to both the organisation and you i.e. is 
there any point to the organisation investing in career development for 
non-uniformed members of staff. Therefore I am interested in what you 
think regarding the organisation investing in your career development. 
I will be asking the Senior Management Team this to. 
The interview contains 5 main questions and should take about 1 hour. 
Just to remind you I will be recording this interview to transcribe 
afterwards. The tape will then be wiped. Are you still happy with that? 
Have you any questions before we begin? 
Questions 
Question 1 
What do you understand by the concept of career development - what 
does it mean to you? 
Question 2 
How well do you feel the organisation has supporled you or supporls 
you with your career development? 
Question 3 

How would you describe "good" career development? 
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Question 4 

How would you define "success" in terms of your career? 

Question 5 

Can you describe what you think the benefits would be to both you and 

the organisation of them investing in your career development? 

That is the end of the interview, is there anything else that you would 
like to add? Thank you very much for your time. I will now transcribe 
the interview for inclusion in my dissertation and please do let me know 
if you would like a copy. 
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Appendix C - Interview Guide for the Senior Management Team 
(SMT) 
Introduction 

Thank you for taking the time out to talk to me today. The purpose of 

today's session is for me to understand your thoughts and feelings with 

regards to the topic I am researching for my dissertation. 

Whilst any information that you give me will be posted anonymously to 

protect your identity and maintain confidentiality, you need to be aware 

that the answers from the questions I ask you will be published. The 

data will be stored in accordance with the Data Protection Act. The 

computer used to store and write up the information is password 

protected, to ensure no one else has access to the information and is 

used solely by me. You will be given the opportunity to receive 

feedback on the information you have provided and a copy of the 

research if you would like. You can stop and withdraw from the 

process at any point. To avoid me having to spend the whole time 

writing notes, I would like to record the interview to transcribe 

afterwards. The tape will then be wiped. Would you be happy for me 

to do this? 

I have a sheet here which I need you to sign please to confirm that give 

permission for the data I am about to collect can be stored and used in 

the project. 

Have you any questions? Are you happy to proceed? 

Context and overview of subject 

As you are aware, my dissertation concerns the career development of 

line managers within a public sector organisation, specifically within 

CFRS. 
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Part of my role as recruitment manager involves the management of 
staff from the attraction and recruitment stages through to how we 
retain them and by doing so what opportunities we can offer to staff. 
Whilst career development is highly visible for uniformed line 
managers, I am interested in how the organisation currently supports its 
non-uniformed line manager's career development and as such what 
you as a member of the Senior Management Team think of the current 
arrangements for non-uniformed line managers career development. In 
addition I would like to understand how you feel the organisation 
supports these line managers with their career development and what 
you feel constitutes "good" career development from an organisational 
perspective. 
I 
Finally I am interested in whether investing in career development 
would bring tangible benefits to both the non-uniformed line managers 
and the organisation i.e. is there any point to the organisation investing 
in career development for non-uniformed members of staff. Therefore I 
am interested in what you think regarding the organisation investing in 
non-uniformed line managers' career development. 
I The interview contains 5 main questions and should take about 1 hour. 
I Just to remind you I will be recording this interview to transcribe afterwards. The tape will then be wiped. Are you still happy with that? 
I 
 Have you any questions before we begin? 

I Questions 
J Question 1 What is the current strategy regarding career development for non­
uniformed line managers within the organisation? 
-
~ 
~ 
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Question 2 
How well do you feel the organisation has supported or supports its 
non-uniformed line managers' career development? 
Question 3 
How would you describe "good" career development from an 
organisational perspective? What constitutes "good" to you from an 
organisational viewpoint? 
Question 4 
What does "success" in terms of career development look like from an 
organisational point of view? 
Question 5 
Can you describe what you think the benefits would be to both the 
organisation and the non-uniformed line manager of the organisation 
investing in their career development? 
That is the end of the interview, is there anything else that you would 
like to add? Thank you very much for your time. I will now transcribe 
the interview for inclusion in my dissertation and please do let me know 
if you would like a copy. 
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Appendix D - letter to non-uniformed line manager participants 
Dear .......... . 

I am currently undertaking an MSc in Human Resource Management 
and as part of this, I am conducting research as part of my dissertation. 
My dissertation concerns the career development of line managers 
within a public sector organisation, specifically within CFRS. Whilst 
career development is highly visible for uniformed line managers, I am 
interested in how the organisation currently supports its non-uniformed 
line manager's career development and what the current arrangements 
are for non-uniformed line manager's career development. In addition, 
I am seeking to understand how the organisation supports these line 
managers with their career development and whether by investing in 
I career development would bring tangible benefits to both the non­
uniformed line managers and the organisation. I 
I intend to conduct the research by way of interviews and as a non­I uniformed line manager I would be really grateful if you were able to 
spare me the time to take part. I 
Whilst any information that you give me will be posted anonymously to I protect your identity and maintain confidentiality, you need to be aware 
that the answers from the questions I ask you wi" be published. You 
I 
I wi" be given the opportunity to receive feedback on the information you 
have provided and a copy of the research if you would like. Please be 
assured that you can stop and withdraw from the process at any point. 
The interviews should take approximately 1 hour to complete and I
- intend to do them off site to maintain confidentially. If you would be 
happy to participate, please can you let me know so that I can arrange 
- a time that is convenient? 
-
-
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I would also be grateful if you would sign and return the confirmation 
slip to me, prior to the interview. 
If you have any questions, please give me a call and thank you in 
anticipation. 
Yours sincerely 
Cathie Smith 
Recruitment Manager 
I hereby confirm that I am happy to participate in the research for 
Cathie Smith's dissertation on the career development of non­
uniformed line managers at CFRS. 
Name: 
Signature: 
Date: 
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Appendix E - Letter to the Senior Management Team participants 
Dear .......... . 

I am currently undertaking an MSc in Human Resource Management 
and as part of this I am conducting research as part of my dissertation. 
My dissertation concerns the career development of line managers 
within a public sector organisation, specifically within CFRS. Whilst 
career development is highly visible for uniformed line managers, I am 
interested in how the organisation currently supports its non-uniformed 
line manager's career development and what the current arrangements 
for non-uniformed line manager's career development are. In addition I 
am seeking to understand how the organisation supports these line 
managers with their career development and whether by investing in 
career development will bring tangible benefits to both the non­
uniformed line managers and the organisation. 
I intend to conduct the research by way of interviews and as a member 
of the Senior Management Team, I would be really grateful if you were 
able to spare me the time to take part. Whilst any information that you 
give me will be posted anonymously to protect your identity and 
maintain confidentiality, you need to be aware that the answers from 
the questions I ask you will be published. You will be given the 
opportunity to receive feedback on the information you have provided 
and a copy of the research if you would like. Please be assured that 
you can stop and withdraw from the process at any point. 
The interviews should take approximately 1 hour to complete and I 
intend to do them off site to maintain confidentially. If you would be 
happy to participate please can you let me know so that I can arrange a 
time that is convenient? 
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I would also be grateful if you would sign and return the confirmation 
slip to me, prior to the interview. 
If you have any questions, please give me a call and thank you in 
anticipation. 
Yours sincerely 
Cathie Smith 
Recruitment Manager 
••••••••• , ••••••••••••• 0 •• , •••••••••••••••••••••••••• , , •••••••• a'O ••• 0 •• • ••• , ••••• o •• 0 ••••••• 
I hereby confirm that I am happy to participate in the research for 
Cathie Smith's dissertation on the career development of non­
uniformed line managers at CFRS. 
Name: 
Signature: 
Date: 
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